“Calhoun 


Institutional Archive of the Naval Postgraduate School 





Calhoun: The NPS Institutional Archive 
DSpace Repository 


Theses and Dissertations 1. Thesis and Dissertation Collection, all items 


1987 


Planning for organizational change: a case study. 


Iverson, Susan D. 


http://ndl.handle.net/10945/22419 


This publication is a work of the U.S. Government as defined in Title 17, United 
States Code, Section 101. Copyright protection is not available for this work in the 
United States. 


Downloaded from NPS Archive: Calhoun 


Calhoun is the Naval Postgraduate School's public access digital repository for 
i (8 D U DLEY research materials and institutional publications created by the NPS community. 
«ist : Calhoun is named for Professor of Mathematics Guy K. Calhoun, NPS's first 


NY KNOX appointed — and published -- scholarly author. 

| | LIBRARY Dudley Knox Library / Naval Postgraduate School 

411 Dyer Road / 1 University Circle 
Monterey, California USA 93943 





http://www.nps.edu/library 

























































































































































































































































































































































































































































































—) a ee Ee en ae 
rc py tere) pee A a i ee ae) Eatoee) ey wey 
AMR, Abita de ML) hc UC hk ot PS oo Liha ih ie dt et) Te oe ee oA ters poe 
, oy mn oA oe Te Oren ee, te Ard Mh ale a earmeaigy ahaa ae Ie Lede bey baleen’) 
. Py 1 rv] &:}, aC on eee ie Perry ty Sry e bet Le, Le rere Se) te pe or 
LJ | i ee eer eee ‘ nm ry S a ae? ha Le Ci a ss ance ee pul eta Se de con A ek eed NI ln enent ck Setar | ro 
bs Ci 1] Lee ‘ ta Cy m4 a me re Te r i Ce ae Mme i we Te Bee PLC) Tranfem che te a by Lee ah Wo ae, eee ee Fey 
| Ui A f it O Ce ae | Le or ee a Meee | Pr an TG dary he Le hey AeWh oe the a 4 MA ATA @ alae a DB ee SDE ey, 
Hi , aes ri eiecre cars 4 A ore ae CT hee perp Par as rr SS ay Ne ROR eat Ly hel sede Pade Ie Soi Oe ce aes 
fi ‘ an) - \ er ea cic i Ot Wore n 4 ye “aan dasa he aon ere Se ct Srey bk dae Re LRT rir ir, Woy ty hed bee Cd) Sew wee pgp, 
ia ni Oa a | a} Dy a) A Se oe Oe a ey UE Ak a ene tr Pairk irs ce eres by eto be) FS ear pites pad 
cs Ce Depras 1, ra ee)  o«¢ CY ' ¢ aaa tk pea oe ag A Wn | MER EOE LT Tey ae a Lie a Oe eet) se eee 
F iss , rea Ja ‘ ou a f ee, ac es OT au ila tea Ltda et a ks OL Cg AR a of tt 
- Ae ore " A fe OC ie or er War "Ue te ud salavedeacrcs Ch Sr at by pirar wala Bg SOE MY pie Sadie tT LL aie Sue fy Sn deka daaler 
Fi oh SW | F Tan ay e aa 2 LCM Wy ESS tira kd. ORI Rae ae erro G km BOUT Se ahve, Ph ole itn 
y atin A ee . Shun fi F A 5 fe A as Cr rh eed au Rx eer ee yest ov gies is aie ee eo yt Y teehee ae a ete. Cee rT ary Oy ete MAAS e, “aod Cadi MI Merom: 
a F Pan O ‘ f a! % po ‘i 7 ‘ o © t Ua 4 a6 nd as inh i its ees reek S Se Lh i a ee eee paren i Ra) Ped peat Te LT Ky @ Wereie 
‘ e « Oe Se eae ear fer r i * @¢ ee. eI a Be at ot 2 mtr yg tara: UUAP 6 Aw Iped pees oD Se ede ot ae WR base tome ea A veces 
i ‘ i : ‘ JS a 1 rm i nn i re er ae Pkg ri sera hee mee Pe ewe) be hs a heh iat stan) ar 3 SYS aaa Hare red Ede} 
Hl ‘i f nN GG racine 0 ry ee AL ee, ene er esther we 1%, Tr ah Cris ys a ee ee eee TPP Ce Rl ee ey ry lot te tor deta 
+ D ar) 1 A D ene F Car er 2] Can eee! ek SUES Meer Vs oe 5 DRL ie dh OL ae ae oe SEPT PS ha rer it Pt a Pa Np aiid ee SUT Tir AS: Sates Te red a) 
i OG ¢ cy oar Je tet tat) we eee! é i ) er ey Bees 2 TS Se oe) Ce AON Wee ae Ore “Waltte a bh ee CUCe Dy) 2h 4a ba parks she holy Lt Peer te 
7 ny ' 1 ‘ 1 a rs ry u Ce ie Per ee fa Ce | fy & te i Pod fanaa Oe oe eee | ee eee ee ed . Sa Oe i eer es oR ate Dat. ede ie ha ara 
o 6 Un ‘ n ’ D m4 en ir ee) hia Di frist a P ques ie A ae tt OM er 7 Leal th eT we dian) PEM Ene ee eke YY Eh Abe he 
| Pre | "4 Oe ry Fi "_ ° ce nn aa | Oe ae AY a oot TT ke Br? 29 A My as I eC Pk Srey MaMa Rite cet Ey Fe a tale a 
U i" a CS ae peat a f " s i) wee. 1e% os Le Se 0 ec P| . ad ¥ ru ny ere DW Coe ee eS OC CL noe Pe Se | nik eee ee SS eee tli: ta) Seta Ted cal hn 
ar i Z ma ' mr eof be JIE Te a Tar er ae eA On] Cr ne he Se By Met! ah PCR oma re is tt aed a ai tw 
r oa Ce CSC , A ra) ck te re Wsierte ost) oe re Ce Sa Cate ok SP oy ee A ood tn Sie Sc ITY Vinal I ta cr ae] a ti hoi tite ho 
& a Orca | 1 t.2 4 Pe or] A , 7 Le, ee Yr Ly Yor i Care Pe Se rer a ee us ret ew ed 
’ Sie RT er ae | UI Tey Tey ey Mende | i oaeae r be Sa ey ey { oe ee eT et er LS Art ieehter ae a of Tey Bo 
o , . Bb rl 4 16 or ee ba aon 2 he 1 eo, a 'at elas he gt er BY _ Poe tL] I Aew did a a ee Gee PEN ad i Pete 
o tee omy eo erin , 5 1¢@ >» a ha Cry COLE Ce ae A ey ae Ee | ee As Beats a teat & he eee] Rh Me ie a 
A 5 : i 5 A Orc ‘ , 1 e¢¢ Pe of een Ca a Oar ar yay a “A A! ‘4 ete fear a bal ei GR Wess ee Lon) oe Ue ae er eee 
es as a i 1 ii es a Ses a 1 bh@e ‘se 98 NE Wea) 'd: gaeu be wh phi Rak pOn A ame ae ra es. od Ca eee) Pee Sadana garages 964d ata) 
ta = on a | ae et a ar) ae CCS ee re re | fe “@ptor ay veate os athena Hrs TAG ULE or Curie Srey tr te rea 
O . oan a ee ’ Ly de, ile tc jea kt f y eo. eis Se Bea my VSO Manta gig wt tains Pere eh Se elt. toe . pi ae Poe a Ps paid 
ars Aaa ae : : A A A ican i A ah a ae Pe mr 4 Am ed ve et atone, oe ee aL * te a) Cea ere a Beare Linge’ we: ory ae eis Se ae 
A . a 5 a ry r fr | n on 1 ry D i eee We Coen ee rr ~, tar be en tie r a Li a Cd OE eT * Cr Fi aq Yarae” ro hh ak ik be Lt aT awe Lt ded ak 
i so i aor oy S r } rr | ' i ae mY bee tie 8 I Per ars Chel ft He, tah Bae PR One Ay toe Goer a YB i % hpi Gre! eae 
A : Oe oh Ni 5 " 5 D ays To ee har . LER » Te AN wre arena ra eee ear “ COT are ry od Nao Sen eT, 
rl ao eal (ho Cy Peer ae A rer] cont tee err} rd Tae aus Le ery 4's Wh gin OAR Hn att to pada ee oe bes 4 ee ALE Le 
; Car p a Cla ae io a) o era 0 Ae tase Ce 4. hein Bate Ti a ok bh oe ey PPh LYS Py 
A . f - ‘ ¥ ey Fi ra Lea Ad rhe ar PS 7m rn | MA.me ia hb Pry era rote Le ie re ee Sl ee ae oa 
: Bore e {cae na r , Jee Le BOR: seed Bo a A Te ANY o eweriee wes ey A a Cae fn sae re 
o Ao ee ce | Oe ar ars **1%e Rae ee | ae I eee ee Ya ky ef Pr Tan Ae ew | Wea any! sigiact es ta Ce te en tty 
o A a A A ' Y % 1. ri arc tet @ f ce Ce ae o Lal ae we Pe ed Gru Mate Pa Py a id 4 pod Ht a° a at: a Cte Cia unian 
c! i | a4 1 yy > ‘ LR, SLL eenarnruici hy Ce a ie gic ay ty Pp oe ea Ua SL Oe ee Cea bats Ih ptabiee | ike Ya 8 rata 
1 PP n Con A ere F Tae ayy rr Ce eae {gra a @ete CRO ey ee | SOL RCT fa Det ca Weel brieeee fae tts ot rth . 
oan ra] A a ‘ rae wm fig rey ig » A ey ee Ws Ate Ale MI Re a toe tig AM Ariba 8 UMA. 
i ® z e Ces Ge . ' ¢ A ee | ey ae eT , Ue. ee ey be ON, UL oe) Lok Ge Pe Ps Pros aah § MAGN VL Medes. gay Meo ook 
rte . nl at eee eae 5 A n or CL) a we Oe ers eee raat ay wa Le paca, re wns bate pee a ee te wiedal> kbd Lod te ae ee ie] eee 
5 re, ee Fare r} Ce Oe a tere) iss ee oe Py ‘. r ig ck iol LO err te ere iy oe re 
A A A A a . Os Or =e | ise Fi Cn che pe re io. ar ary w aie wh peinora ag irr TeyL Re eee) on - 
. 0 F 5 a “ a] ea rs yi ee ewe he carer © rs ne Oe, St tea ery H as ee Lt) wie To eee) 
Cat cate a nl » ‘ pl ry H : , cre ee) a ae Ree Pinte ECan Lara, + Merk ere a Lee) 
He ea ef 8 8 o iL eit | at a ry CP eT Ce a er) cag" * ‘ fat ft toe Lier AD WAdey: ' Pe ey eee 
reer Aah: " rescen DO CaS ie recy sare Met eg Paina CHEAT 2 Raper) 
OP arr ch ie A AS. oer ine ae ean Ora nears : sy Vent RS er ce Hg lae teed bad ad Ce Te ee we) 
ee eer fee ' Po n oe er | ry cea a eon a a ye te i es el hat a PY VOM eta elas aan p H 
; ra Dei soto ah Seat , i eee Ok he ere Todt Ea SL ot ee Cie i Pee pants Soe eet 
' eae =F ra “oD F Wesabe wy acy pe gtk Ah 7 yA wens ah hy soe A aap ade ried rat ta h ee 
. 1 ' . 5! ar ry ? Par oe a ey Pint icy * 355 SA tm amine an ee’ tcundoe e108 Ap He Capel ye + ha bares te eet i ety wee 
A yi i rr 5 A LO) Ae dee Oe eee ee Rees) ae ig @Entashia. ia Cun ide ta! Cee eke hho ToL LT 
' i Par] 1 bey S y&aad:. ce : 1 a os rn Pra B a Pate rte a he Ok oa Hk mig hrar ed SO eed kot A 
' ' Le saci i | 5 A a en Ms ' ~ Phan d (QO 0's ae ne a Le it ier ba en #0 OFA) me BAO G8 
oe "a8 D A ry ar A FI Je Ol er tor Pe VP F C eek toe ; Pea Brey AsterpereeeLesare, re th ei LTE ee | 
cw eae . f . Serr Po aly] "hn ty? : Vn EA Re Qed ay eo ee hee 1 a iat aL Oe Trae ts me ny shal ta ads ak are 
- Digs A rae ne A at cece Bear Ce eet? k¥ Pe et eo Siar Loe Sy Sk ee 4 oes Pad: hed a Meodat dey rea pe Pate en Co ae ery 
ee eo ee : Se Len CWS oy ay OUI LT a mrt ta ee, ee Com ee Beto hamteeas &. PER Eee yh: Sr ineee 
oe oles oc ale | S fe lay whe ath og a my Tae ce rey ae a oct Se ee Le eee a ee She Ree) ee ee wh 
7 +s Le aU '. P Ci ee Oe Pe ee ao CT a ee Nee oars Le oe ee | ere oe! Veen Ue Se eae § 
a D 1) . , ri r s Dae Ean rae ate Ave’ paren i ied SE ae Laer eee ee be pk Rebeka eR are Lan bale ie LO hd 
coe D : . ry . fy . CMROALY er wr hy Ie . et. a RP! Fe © ae ee ey agey fal bi ee ee Pe Be) oe eee ie) 4 
1 ' D ! ary Ca y ra rie A A 4 A Thee erst Ai rh Tee Or Orr oc ad ny Ms a Ped ry Fe a AGRO, Bel ol ge ee ae ee ee 
c - ar " 5 . ner a . TAM RAMCMCIT ae) es oes ISIS Mir ire at cw var Pee Cae a eA - CL a ae 
eae bi Lee i) | a) E on ‘ho wieenr %y aL WE VOM Te Lei c # ahaa PAM AM Ha ee otal” CAeee tk See uae oat * oe 5 lh te ee ORT 
o ee | aa f ac a “HF A oh | ae: re F Oe ea a oe ree gt at es dma eee ‘ CE BU 
aan Pap. URC ead. “| ia} Pa Pr) ne A n way ew SSCS ST ears frie ty Loe a Pe eae OTT? fais rt AG batts ee ae hed 
5 ~ aes] Ln Uy K G cu Dr mn ieee SCO ae ee eS ee ECO Sarees afay 4° A aay id Se aL’ tray ¥ mr Sra teldd hdd See oar 
u oe Pe a ran > D nts Dewey § eee 7s OO te nee re tr) fan ee re or) ee re ere ee i: ae 
P o re oA PRIN 8s 1 a Or ary Ce a Par: © OD, erie or) ekeuineiias ae aor. $2" vials be aingy eh 
A UP oo 7 H pica ta oe " Rent fin ary Ce eee et Peele) JUNC OAC | ar | ae ei we At Pheer y . Sh Sa Ah id 
a rt Par oa o A Fels ‘i s + 0 ede A 1h nts Prarie oe thas wa i Se see 
(a Cpa 5 Pan Pee ars 5 PEOGOE ces a Sea : Ey ae A ean am) cb "ane au ee te oe aCe See 
n ‘ ery 1 n i Ls] i UF Pee ee aa BE Lk aad IY a ae oC aa Stet hep ivtears tops arP.8 
. Pe ene Le y r S D i s a | Or tl for ri ee er a) + are, Pat ae area Tae 
a t 7 : U Pipl F rl Lf rh) ie: Catt A ce ae) roa" Qin oe u ne: ray if 
oa] ’ oa ec . ric 1 : ' tae ee ed ey y Aatls a ar on . ar if Me 0 Speers 
ee - ane ete S ' b 5 > 6 . ad : cs ry Caran) 1 bitgn + yy % wpe is a ten ok ie ot 
1 , = S = Cie any cary N LH ar 4 ae sg < HUE Bn eS 
" 7 i ». fm 90 iY p fs Piet weet) Cys are a ae are 4 S Soa a CY ae 
bY O a ry ' P ea’ ris har) f of ry Sota ty 4 Re : Pad ce ; Heb ee What tobe 
Ley! i u C ny » “wy i Ing a ee * 7 Lib A* bv, 5 gat 
4 oD en "i A AE Bee cae Oe re Lee as 5 0% 7 ceetege® "che Ban, Saree 
Wa cM A ; : Hi yi Ps i | ier. tar a ran eeabectris C 3 ite.. €o me 
. rene ad 
ie ra See Troe aieets ‘ ay ! 1 ee oh ial ee ct ce SNoati yt x Neg? er a 
4 A a co ra es ‘ 7 ea rae; "ards thea pe Tiree PLT Toe 
' Dh 1 * eA , Ay er ah AG, Lk A Oe a ee a aa 4 Py ae A ® q3°t hs 
7 - 7 OI o Cee at tio A . ile JNO Aa ee 19 ey te oe ees ert ss es ce ex 
aoe O Dg 0 ee D . A veg eee sh apn. te oe f ee were Ee er a 4 A eb , beta pa by 
; eo Sue a Ata i Lccdahe Pad Wee CATES Mas aN Oy wie ) a “¥ ree bY 
: Lie n (aes om i ee wenn pe . ane? wy et) ft ORCA vf ott i 
1 ry pg ar A n oye A Cre Aes 5 Be a. ta Ow age AEt - Psat a 
ar) he . a Pa] a A a] eh | ' ry z c 4 - . 4a a 
i ' a] . Cr er a) . ra rl r ia 
r oi', ) : * LM ois 
~ , . ary Py mi 1 » Pog ~ 7 H : 
o és cy a ry we , _ Cy or Cy ’ PL PT rT | es ' 
; Py a F Mirae War iLee SL Cte or ere ed oa es Orr tr Le hy 
s bat | ad ote aie ry 1 o a ae oa 2a corr ae Paty 
7 ‘ 2 bd Ch ° 1: ae [hee Cie Pie wk Pa a s sess Os ae ay Af “eda MUR oa vf bn Pr 
o ay Cw, 5 mr tel deur ayy? oe ae ae Seat " a. 1 % bt) 
5 D pl * 4 ee Ae er Fi io i Co sts a eae any ag ens. “s oe A Pos at seek ela 
i 7 i Pee ' Lr a) is ry oy es ieee 1 pet ey eb) £he Bath 
ia AL .° miele tS ary asta ea , i ag " Prater epee ta 
Fy . ° Par | Ls rie . en ere mae Td eRe 5 3 ah 3 Hanh soda 
f . Lo > ‘ i 4 Por § Pi ta Mee Uwe! OF, “bovfas ties 
ae lat A ou al at ory a sly « a P a} "3 f Pea ° b ae he oS 
1 ° any Lary Pome fy. i A ee 5 Pay Ora , hd ee SE hy rcs 
A ir. a ] 8 HT | "Ae, " 1 o Y Ce es ‘ pa Cet On i fog > as A ae 
i ‘ Ce) , eu Cs hee | ¢ r ' Py | er) ot] at Mets eo a ele 
. a] DO STE ° i eas Oy OF ua é oe deh east ae henge 4 
al WD LA ae Lr fers a 1 i ar er Fei . Fea yo n Seatee A ee eta a 
ie 3 a u ee fi t 1 LM ' Cn Pa i ae 5 ea! ta art t Loe CaP Finis ih Lo, Sada | st 
aa , ° Cee aan “oy #2 n 14 “he Pec 0 Par \ ab sie tas A eines Cao ciel teats Pe al a oa 
a a ry ‘ - s | ga gt, ie a Par | ine oer a1 oD a Ae PHL SRL Sy Pat} Oke ir eee ae a a 
eI LU a | e 1 i i ry bi % io Le DY Ey A Ca) ee eas i rie Se ae ee et 3 ot se ee To Ce he oe 
: rer Oa of ar 7 ri Pa A oe Mest Ure | roan ew ry % Tana Lee Cay a oe Pe sefile kA ple =, 
: » S D rd a Sd wo = ‘> fee 68, AY - *o oft apet tet, ata] i sy a eed Nee ri a “hy - ie pe Ha. bis a 
sof eet Hee et BL Gor ° Tic Wye = yar dts D zt F oy ele Fa Fi acme tar ats Och tS oe The RPA E orey sO 
' U Py ‘ Fy ry & fare Pi » S Pre OU ar a ry C27 : vie i H Oe ess od a a es fash 
1 Le] Lie) A USE The a er) Wi Py Ck woe U an rae ead Ee 4 hh ae 
‘oo i bc Oe at ey "4 oF, P oan SEY ogs A ys Tea ee ie) Pia FY te tan ngewe Cra 
: Ae ch . C A ee oo SC ee 4, Lat eee 5 Vs star ye re o esti CR vn he om 
o ee a mt Ae Pr AD Cees aed, ha N Ah, aetuk: aay a2 eg ig ts to a Ree abs at se 
"1 a ee A Ls met) 50 a) A ot a ee ee a Tar | vol Wiehe) “QIN?! oligars we est wy Sake Paes se A a 
2 » es D Ce . » i Cel at is “qe 4 Pe) es 08h 0 LO PF veges. y bend tok et i ater th A be Pio h at kes y yO Da htt 
ae Fins iy Bid ae ae Li pie de % ee ai eee be Lame Gr oy i SP ey a es r rite e Fg EA DA oes fe 
“ RS. Ue, a yaa el? (Aen RE una. PD PPK TTS IEE Pe eek bak a i < ea 
. ' #48 Phd Ps ., ein or re] ry an m5 bale. | Hs oe * 49nd? * Hays? be a) ta A 
° : N , a a ce - . i ‘ rir Fy | Ps a] 3 =r P ae? =v Puree tts ri eh . 
i D be) 1 eer As) iA i A } Pee | " be Tl a ee ee "set cateties aT bh ee pide a ee ert ed Rahn oa h 
ue gee UT ry un hi Crary ee e Oa ee PRE Wha ds eyed egerg ew Or i at Oras f Bo ee Se a 2 
o U oh LOG ; a a a PL es ee kt er Par ee ee ats oss at vn = apps 
Pan -, 7 aaa aT Te br a eee ee eth ae 
ae A EL eae tee Mee eas a be ee eer 
Ss Pr eGR ea) art) a ode Lalas Sie My; eee © oor 
* da faerie rete yh ee ses yeto 0p ye Ad eter Res haa 


i. Rede rate Pura ieee 
Dhan’ ae ar eer ois 


eee Mee lM yeayie,. 
> a "Ss ANzT Ra * am gb he 


wet eta eM Paes Pe rT ri 

ce Fagh “Fs rd 35 $04 A 

eer bed Wea ed Re ek a be tat 

/ a er ae L wel Lor} Cee Sect ty 
3 #30. THU d scares ei" tye me or4 he 


Peet ae di 7 AAA IN ae emt y iro SBw3S mr. A Bet 
AD iri 





















Mapes en teaen 
tee by a “i ‘, 









Dea git eat he Gee 
a Page or a a ee eed “yey A ae a 
ae : Fc rs Pe ‘ re fo F"s 
Rae BE etre Sah: Batic: of £3 Cea Ritctces 
mts 5 vie oy Aa tars SR eave 








As 4 
rs PaaS feet he Cam 
Sie a it seaaass: Bee een a 
“: bak lamen tae +e 


ate, reine 
Part ee eee bts ost EP Ear tees 


ras eet heb oh 5s be 
hls PMA AKG air er ees 


Da a 




























































3 oe car Pe aioe th i Ce 
ae eh ah tok oh tat at ile arated POS ry tne dy 
Goan Rt Sraeer seri Pon Pte ete TS pr anes Talal ht Lh ie re aes 
ean biped cry thle ee ey Ma AD Sl aera Ph gee aC ee 
ry at ee vathtag en ro cate Ly hed Sh whl aoe TS CLEATOR eed, get 
retry eens RAoetd ett Essa eT Dai > it PE Bs Ds : 
boa Be ee ay bit eran AH PAS yd bred Ak Stes eet 
etre ae ce ea aie et bal Portege po ge ps eh 
5 q ri 94. hookahs eld i * eae 6 te 
: Sts or pe iat bein ahdt) ad at fe ee 
1448 y - ry ~ Sy a er wend eee a] rz 
ey Sbs | 4 Pid tt tbat ig inh a4 
Oe A ts rr 5 rif® Dae rigean Poy ores bie eed oy 
ae sey oe Renee eyes Pad aoe CY hh Lal Bad 
SANs E ans Fit nade ne Le a eT ee a 
eS Bes te Cre bid eat a 0 Ie tea 
: eee eer hpi 








LG iea eS Le Ty a ae 2 
HOD Sebi at Dds oe PTL) ue 
Sal she at hay aerery 










































° 5 ee se 
Pe inh ah bids CR ad Puig ze iets ses Che ok ea SE de 
5 PCT i yb ae * etre ean es Aca st ore a EN Ea 2 eee é 
ed rox ra LS | teats Ey . aaa aa es 7 Peet tee see, DS gohan ak a ee ct a 
i >; - Sdeste er, v ee eee ear rf aye sy. aie Lae hPa Ret 7 = Roe Oe. Oo ORS er. Lid 
ory ars hae ee oe Ae iferaeens TERA Lata ven de ett had tr] Sethe aed a ene haa 
; if re aT 16 bee SB! F BA VES (AFUE 0d Sages WAGs Pe eee iS fans ae ciel adda ad 1 eo 
ent rp Pate i + iB Sy tea Sao ee wpe ww wee Eten Tye steed eco yy may bee 
Age a Ey 7 SP MTs tet Te Le bd ele ae oe Tae Arie eee ted en ee, 
er greg? bivfagyy ce sores at) bed 3 rie he ae Le ee ie TT Fad te tel ot teak eee aT oar 
Ut hoes ae Parad iy ell ae We ie pa Ab! od pears rs bedl i teh pli dl en! ea a pe 
ney Cand aed 02 oF, ghice reat, Ce ey eyo gee he Le ee Ped feild at Chal ke i 2yrqees Petro 
roy a tet ed PORT er nes aris we Cae oe oa owe a nT Ad ae a ee ae ee rr e 
a ae e Py erate Aree | on yeiee Pe ri Se ne A PPP Othe: a faces «a a betel docs et red an 
OMI od Feith ae te ieeiye gs vate Oye ey Li PL aets vt bi a dat BL Wy MR Sih eielank sed aun 
‘ae ee a teea Thee Tr ae ae) SER ee srt TUS gece x ig, eee Reet yar’, M0 eee ce aee 
it me ns Ct i tat pt Cat Le] pertes oe mai RL \ ee re MENTE YE eat aee mknemaren Deed, os * Led 
P pl ae an rer) ee pl oe se ri ay Cray ited tel eedet Wee Lae Pvt ree eel fs | ahd oy tote a ort 
Fiabe er | : oo Od boas Pie tat LT et oo FEE 8 CRW oye, rea, ie imedede LAT at oe ie Go pets pile et ae Bi 
Pere . oF ae C ere a eel Corer ae ae Ten eto Bre feet ¥9 g§c 9s aC FTE behy ets eed a tae a hae ee 
+ _ yee sort 49 etree at bp Laban stapes Pee Ae id padi cd os bai heed OS ad co Ride. 4 
ak PP Se Ue La ns ete oore een 





oe Maa oe ea 

wy 

¢ gee triie he | 
Rae) 

ms) Ca ¥¥"S ca tbs 
oy Pid dt vel ck gay 

a 








Sechaisdihgtlt a I oY 
acy Maer ” poe et 2 at ey 





we 
af Lethe ae) e erry het toate) ee 
$y Gp Se bel edt tee oa 


Parte’ 2 splay re Sere Sb pinze 
aipvedeha dd bi Senate oe tLe gh ie U ate ry AE ih hae | 
ee Porc pigs Fibs ot wth gh io cot ad 













2. poe ad = Beer 
5 Vibe Wee eee i eee ee Lai dee th el he ol oe be A ert Cor ie 
at oi Ba Lh Ls eee ee no Pe eres LP ictlied Diet ote Ed Mat poke AS fa] 
5 7 Hee or yt wy * rors Lees yee es dnsin tee Penal, pee 
r er) F U c sate hath 0 ae een 2d 
i 


Pets se 





pitt a Lee alt ot Toe Oe 
Vb gy 2 pre Tad erie Bd SILL Ne PeEre sae: 
Pate Crore ieee sn e x habe ere 








































































































Death dler, a ety} maqetcat etre 
Fy) re ee oti © Gusti oe Pe ore Bx Gotten tt teh Te aa he in "Pee 
= . . Se ae . on Ly iz vo 
wt ehaatot bor deutey ora Rtn Oe tort Soe pelted tat Fg i he 
fe re ee oe OR METS aah erat 8 die Prey wen wee Mae eval et dloe he 6 Poh wed Hak teak th Att Fashion Morel ah 
5 by Leer ay 5 hes i Pa Ce Pi Ch . UP A yo NRG tee ey Tn Bis r ee ao a ater Uhh Be Gai tae Teepe +f Palate shes fs reeves Dak 
Hes Je 5 os é Pi r ae 1A aA? ar) OUP cae ey Scie RAD’ Sie ale Vola he ee tee pe oe \ All i mele nan nd erry an Tie pine aca atte to Seo 
sat ' 7 aa OCI Ua aa a. are. ~ Sere, ' Pee Uy yi 1 BPs rT "ate oP ee ery . Le MOT yey owes ewe i ah ee ee kiln dd Bb deh ae eee tes Be 
' By i of i ry % 1 Oe | Pity ae E' Cm ho me ee or) an | au dette fo TELL eet Le on het ‘elect Mateaaed boone) “ 
° UP y fs ff ‘ 2 " i sa) ea an) ' ee ceeth ri ave Pian rte ee ey ee re A da Nac Sh bee tht al Pai ange. Fredy aah one Ne payed’. OT asd ceeded hth ade eal fo 5 all 
ML 7 a N S " a] De ddd ti he td A hy a bMetidtet hd eed el td te Lt eet Mb dati To Petco tae KG e jetta ewe 
A é et A 7 : MT Beinn at a . rl ae et Mey or ae Ra ep SD tad oa butet ta LIRA 1 Aled a ede dc Sit bah ifs ds dadoched televise ute) * lec 
f 5 Fi r e 58 A e aa ha A Rye” awheceey nt Wiha iad Sole 1S Peper | ow [desl bo meena tae aed Laer 
ry pets AD g ec a ae Si as tore ai elt A ol al el entire nes highs arid Meat at ea * oy Sadat kt 
(ier > 0 eh o ‘ ed Pipe Cy er ae Le ted ry bite hee ton) an oka tel val) Dah ie Be deli Toph ate Oe oP 
, ' oP f PST At RRL WES eat see spndedg Pe ugtaifipe alom eepeniy is ihn brie in aphid, PAA veto Setar 
iu a P ae oe oo : 
fn ; u ’ F ir) oa ; , = i io = wr) Ley ay ns nhs e ee sa sub 4 pip ine il Pa! Pte) Pep weds pee | alba sl DO Peter seme tee th te er) 
x a Ce ay ' crt Fae i — ee Sane © Betsey Pats as a sve eet Pyrat! CFB Sree a a chat treat a lie th 4oordaat dia Th erat pao 
P é Fi Le pace Pr es F < ethan tote rie oh aero f geod, Pir h S aaee + aaa Sd itor te: idle thea ai ced ete ae tat at et tae 
A U bd ms 7g ' CT el UT a 5 i _ , re Mares . CAT oe te 1 Td Me iy i yl na ie a Say CUS dead Heat RE eet ok aed drab Sanka ohh ah en ieee reas mee tl 
1 bs ’ a e Pa . 7 er. Py Pry % PL eae er t nd tha Ss - age ha 2 t ee gh Pe uape yay © Yi Lia Ate etadnaiin! Nook sunt tials hee ie en aendre eters “a 
] et A La ae % a ne 9 nh ne TP haatah Le) pits a i Atha Let he ay Piha asd , Phi kd SL bids sepaedl fea ete 
or] is Cr rere ry or Aa ony ¥ ae ea ah atin pl WAN Ree his tied Or Mel pil a Pi del Sh Laas u enessiasl bedded papain dh) 
- bd Le ct Jae I p ry 1 wer Ce er Ry, Co Weer Webbe dat Oe La bk at Ya) phe Cees eer res) Lan 2 iG 1 il np de Led de i CRN etatys VeIwiera wa ; 4 
i 4 oo ? o, Cm 4 Co | t 8 td org De eh og pan bh py ys Di odes \at MeL) Fed ah Tyres Carre ie Pad igh A toepdantabead Lect ge atid ted cad Eat 
ts 4 ry P car aie - PAs “ Ce tee ene “ BA Po on S Rabo hie, Us ee Stor) Heo Pete pct (lg Le athe Ie hey aia and kind aed ati de ee tes hy Bes 
Ui Ae) oD Mu Baw “ft A eo CS er aie ee © UPA Ye prety ds NAM hdl Shon ook tals a et a Siimoesye st we MAME dala re tt dea Sah 
- ' a ‘ o Coat an | 4 4 ‘ t og ay Ps yet LRU, or he te ce a ad Mes Ale ally py Lele tat beers ie ViawAverrante ie bisdodehetheh ded dt 7] kiko oo hanes 
ri - . ‘ be , F aes ee | att Dat) bel I hn I bi t, AIC 4 balata hdd KS Pb hotter chat fame rate ce os 
L p oe ‘ 1. . re 1 oT pee 0 wera Pet Le ty pons: iP} err err rt rd BA ot Ptah fal fapbieticbe wed pdertanka BL th 
a | Care | - Py “oo i oT as 3 es teil er wy fs aera Meas AB pnb ah iets) ce sagreatier ips 
s . He . r ra 3 PY i re Al , . pepe - ig ah aoe fil cota Peat ate The SA et a ea ora? Peet ae tesa Less ae 
: er , ; peda 3 4 RC ere hat RED bal posed 49 wey plat Ger oes cael ¥ vet teeeue sve A ene iE 
Jer eos es eee fe aa ot ee oe Py Kee : WH eas wee! gee Rina eee pats OVER ali i hd Apso Aedigt Mol dk any Myisetmnney pe Vimy: 
4 & UW o td ih) i] r t 8 ni 4 wee bP ytan a ey 40. Oeherk Shans appar Stara rl peeve ae 1 CO "Uwe As En 
: > > | dee , eta tor Lt 7 ; Aas) uo Fete oy SAO So Mas ent a Re gage purer a ah Sa De feed Vek ay teeny 
. ‘ a Wl oF) . i Fi gtgt OP ys De Peay here g 
aie L ‘ a4 ‘ i ys : ’ r Ped ¥ we A “ ‘ Pot op ee gs es i ard Beet xe4, i eyapbtataoate Sener 
! nn) a r ‘/ * , “s ae eee am Tee: ee es On wig ex cues eS Bs a er eS a daa nial Cent TANS Ti eae etait polar 
as 7 ! ‘ , r 4 BrP Ley a sa ae PT ia ok ate i Xe PAPA ae ated Lite! pt eae To eee Part ' 
? ! J o ee Oo ee ee | AL rer Siete hd oe rt 9 ‘ aa ig Lied Saati Sy fahated Se a howe 
a § Pa 1 va te hed) atk) es St aaa The 11d The O bs cae oe ie Hoe. om mR iaot | ie a bis dept an tides] pal atl ag 
‘ . ea)! ' 7 ei rf Fi Ce oe} = fue a fig rh ae Peak ae ne ote si dah gd Pe eR erg cnet hen iate tent 
° oa * oad 4 a 
ih ; * Pn on fie ar re Agee ) ed ; a J oe aoe Rc Ape Samy Se pwns r neat et pip re ea Pema g 05 PS pie ene 
‘ i 1 CT ae ee: gy ' Bu "e . iad bad ba J lg 7 Pa ae? Pl Bs Cn ee DS pr aah oy ee) RR tet ny. oe TPT hdd bod deli DC hy 
Cr fit , fas 5 -— ° 4 is i" a es ie poe an iv ie Ps we aa nterie eee ? tas tones Ladd LOL ce Ie eT RT eae WAR Grane: on sia mining 
_ a ' F O P ae rs a os a ae te Stor tin Sa P ath Le ee oO vr o ro Ly ry Daler Wil ms fey ae 2, evens pe “pllp Lares a ak Eee beet) ee rie hl th at 
rs Md re 6 i ¢ J ) OT are: BO. oP ae it heel MOP it oo gg ae US vat af 4 fa [eae Te Os ary PP yi eh lille edt da eo Labeda Si eke te Che tte 
a oO fi 5 A a -. Lo=q a6 Pt ya Yaa Tae) ps vd Poe ee 43 mrt ir aye Ma hoe CoC T nt ap iapenlal yr | Cort ors Renee Party ‘ 
o ‘ a * i, 4 ry Pi ee oT aan * z Pgh hE Po ork pa ru He be Peat Py Aad} Owes i) ARLE adr te vane Siebel mel pel TTT OT 
i ' 5 c roo rs at a) Cs Os Ay « oo Na AD La BS tn es he Rov 5 4s ve Lah de De ee “CA” 9 Aged hehe en a hk eld de 
U Leia 1 ane . Ce SP ur a: ae cy A CS eae ih eel] Ln Be bee Ata srs ae 8 ferme hibit Lott eta ts ee 
" F i A Meet * nan ‘ i EL te PaaS “ i eA Res. Spee sere 
s 4 b ° Po - fn fT p 
‘ i] boar | ° i 7 2A oh re eo. a in a iF qe ath a hg Pe cm nye ry eae shee Le ees ee ela may heat Dea en 
bd ' Ld "a Pi F as dl . 1 Ce i = at a a ee ee Tey Batty) eer ee ‘Saray! eae a PUR Wee Bort We pene ap ope A Terre wer BT 
as ri) ‘ ea ss ae ee ar oe en or av i veh genre Ly witCry Pyne ae be rae ony 1 pe k whet ee) CT adie tite a oe peo mie LIMA bales Ache at ane ope 
o oe rd a) Cee eT Crore f Bike PLIES TL ENS y oye, cdi a tae i Shee aD) ae year te Pie 5 Anh joka Sh at ead Spt chdtbea seein he 
H e i : ‘ , naa' Nees , rr ry Ye ry Pats A oan) t * ri es a ane Cae egde pg et iy or fais ee 7 a Vga Pribtitlintethalos) ee Be eet Wldeitindediha dead ch Tt 
- | Cs ' Poo ea 1 Par cur it) ars t Fuwhafenge eT IT ony a 3 fm Ae as) Ye er oF Aes Mi ntd¥ eden saat lp bite De ei dine alte hae 
’ , - a! F A ra) c. ee: aie * C ee aie Re Aer Teor en gs pons me Bp ry aa my % dA Mh srt) ve Ma er, ee td I plata etal tetilten bins 
A A , A 3 ee sak VJ 
» I O e ahh ye = ry pi oe og wine eat Ce aif) fOr 7a we Pee Ce eetlll . a ae 
B . ry <4 . F; ed | en ra i . a rs 
o F JTC rs 1= 3. wear = 
= F A my 








- Se ae 






DUDLEY KNOX LIBRARY 
NAVAL POSTGF ADT 
MONTEREY, CALIT 


iaTS SCHOOL © 
rene 95943-5002 











4 
o> 
@ 





NAVAL POSTGRADUATE SCHOOL 


Monterey, Galifornia 





PLANNING FOR ORGANIZATIONAL CHANGE: 
PAS oO LUI 
by 
Susan 2. Iverson 


Maree los? 


Thesis Advisor: Norman R. Lyons 


Approved for public release; distribution is unlimited. 


1233084 





Heunclassified 
DRIFY CLASSIFICATION OF TRIS CAG 
| 


REPORT DOCUMENTATION PAGE 


REPORT SECURITY CLASSIFICATION 1b RESTRICTIVE MARKINGS 
unclassified 
SECURITY CLASSIFICATION AUTHORITY 






3 DISTRIBUTION/ AVAILABILITY OF REPORT 
ADpmoved [Or pulblnesrelease ; 
dastripmtrOon 1s untimaced . 









DECLASSIFICATION / DOWNGRADING SCHEDULE 


=RFORMING ORGANIZATION REPORT NUMBER(S) S MONITORING ORGANIZATION REPORT NUMBER(S) 


OFFICE SYMBOL 
Uf applicaodle) 


7a NAME OF MONITORING ORGANIZATION 
Naval Postgraduate School 


VAME OF PERFORMING ORGANIZATION 
mer Postgraduate School 


6b 










KOORESS (City, State, and ZIP Code) 7b ADDRESS (City, State, and Z/P Code) n 


\terey, Gatifornia 9394 5 = S000 Monterey, California 93943-5000 


WAME OF FUNDING/ SPONSORING 9 PROCUREMENT INSTRUMENT IDENTIFICATION NUMBER 
IRGANIZATION 


f 


8b OFFICE SYMBOL 
(if applicable) 







/OORESS (City, State, and ZIP Code) 10 SOURCE OF FUNDING NUMBERS 


7 PROGRAM PROJECT 
ys ELEMENT NO NO 


TASK | WORK INIT 
NO ACCESSION NO 








NTLE (include Security Classitication) 


WNNING FOR ORGANIZATIONAL CHANGE: <A CASE STUDY 












ERSONAL AUTHOR(S) Iverson. Susan D 


TYPE OF REPO ; 13b TIME COVERED 14 OF PORT (Year Month ODay) {15 PAGE COUNT 
ister's Thesis mae row Marc Hh 


FROM TO 96 
UPPLEMENTARY NOTATION 
COSATI CODES 18 SUBJECT TERMS (Continue on reverse if necessary and identify by block number) 
LO GROUP SUB-GROUP organizational change One AMZ com analysi oe 






— | | COMmpucer system: coe eon Elow 


_ (Continue on reverie if necessary and identify dy dlock Number) 

| The successful introduction of change to an organization is deter- 
rined by how much planning is done before the change is implemented. 

rhis thesis addresses the assessment of an organization through organiza- 
:lonal analysis, and examines the special aspects that must be considered 
vhen implement ing Become ec@ system to yreplace manual Jabor. Discussion 
meeeuces identifying organizational information flows and their ineffi- 
Beencies to define user BeGMIGements- | lite research) consists of a review 
»f current literature concerning organization theories and models used 

WS a basis for the planning of organizational change. The theory and 
Pethod included in this paper can be universally used by managers who 
mcm) Or Will be, aes Mite trditsitien Lrom Manual information 
process ing to compute Samprocess ine 













S7RISUTION / AVAILABILITY OF ABSTRACT 21 ABSTRACT SEC ey LASSIFICATION 
CNCLASSIFIEOUUNLIMITEO (C) SAME AS RPT Cl otic users Li Galva s Sai 

NAME OF RESPONSIBLE 'NOIVIOUAL . 22b TELEPHONE (Include Area Code) 
lemmem KR. Lyons, Protessor (408) 646-2660 


IRM 1473, 84mMarR 33 APR edition may be used until exhausted 
All other editions are obsolete 


: i! 


22c OFFICE SYMBOL 
Code. S45 








SECURITY CLASSIFICATION OF THIS PAGE 
Uinelassitied 


Approved for public release; distribution is Unvimieeee 


Planning for Organizational Change: 
A Case Study 


by 


Susan D. Iverson 
Lieutenant, Unitéd States Navy 
B.S., Stetson University, 1976 

B.A., North Adams State College, 1979 


Submitted in partial fulfillment of the 
requirements for the degree of 


MASTER OF SCIENCE IN ENPORMATION Vs oasis 


_ 


from the 


NAVAL POSTGRADUATE SCHOOL 
March 1987 


ABSSTRACT 

The successful introduction of change to an organization 
is determined by how much planning is done before the change 
is implemented. This thesis addresses the assessment of an 
Organization through organizational analysis, and examines 
the special aspects that must be considered when implement- 
ing a computer system to replace manual labor. Discussion 
includes identifying organizational information flows and 
their inefficiencies to define user requirements. The 
research consists of a review of current literature concern- 
ing organization theories and models used as a basis for the 
planning of organizational change. The theory and method 
included in this paper can be universallv used bv managers 
who are, or will be, involved in the transition from manual 


information processing to computerized processing. 
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I. INTRODUCTION 


A. GENERAL 

A history of management thought shows that a variety of 
disciplines have contributed to the increasing Knowledge of 
management. Engineers, economists, physical scientists, 
mathematicians, behavioral scientists, soldiers, politic- 
lans, professors, practitioners, and priests have all played 
a role in the development of management both as a science 


and an art. Three schools of thought, Classical (Fredemaas 


Tavlor: scientific management), Behavioral (Elton Mayo: the 
Hawthorne experiments), and Quantitative (Operations 
research and management science), have sprung from a 


combination of the above professions, but controversy still 
Surrounds what is the best method by which to manage an 
organization. None of these methods has succeeded in every 
organizational situation, and with the technical, polities 
and cultural changes that are occurring today, tne gee 
method is still being sought. 

This thesis project is a study of preparing for change 
in a nonprofit organization. The study includes a review of 
organizational change theory in general and an organizational 
evaluation of a local nonprofit organization. The organiza- 
tion chosen for this studv is the Monterey County Society 


for the Prevention of Cruelty to Animals (MCSPCA). The 


MCSPCA provides services for all of Monterey County and has 
a small paid staff augmented by volunteers from the ccmmuni- 
ty. The MCSPCA was selected because of its similarity to 
nonprofit government organizations, itS proximity to the 
Naval Postgraduate School, and the fact that it is a small, 
self-contained organization where an evaluation can be done 


by one person. 


Bee SPECIFICATION OF RESEARCH 

The purpose of the study is to evaluate the current 
Seate Of a nonprofit organization to determine if it is 
ready for a technological change to be introduced, and to 
propose an implementation design for the introduction of 


this change by using the MCSPCA as a test case. 


eee RESEARCH METHODS 

The first phase of the study was a review of current 
literature on organization management theory and change 
theory. This literature review provided the basic knowledge 
which was applied in the next phase of the study. 

The initial phase was followed by an on-site field study 
of the MCSPCA organization and its components, structure, 
and information processing flows relating to the change 
desired and the technology to i introduced. 

The major portion of on-site material was gathered 
through interviews with the organization's employees, and 


through observation. The employee was asked to explain 


his/her job, what he/sne knew about computers, and what 
information he/she needed from a computerized information 
system. The interviews were conducted over a three month 
period, after which most of those interviewed resigned from 
the organization due to better job offers or dissatisfaction 
with their jobs. Two key management positions were vacant 
during my study, and the Executive Director resigned two 
months after I began my study. Observation was done by 
Spending 3 to 4 days during the week in one department 
before moving on to the next department. How employees 
interacted between themselves and with customers was noted, 
as was the way the employees recorded and stored daily 


information. 


D. ORGANIZATION OF PAPER 

The organization and contents of this paper are briefly 
Summarized in the following paragraphs. 

Chapter II provides an overview of organization change 
theory practices that are characteristic of a well managed 
organization. This section is based on a literature review 
of organization theory in organizations. 

Chapter III analyzes the organization in depth through 
the use of an organization theory model. This analys1s was 
needed to determine if the organization was ready for the 
introduction of a computer system. 

Chapter 1V assesses the flows of information |thacwam. 


currently taking place in the organization through manual 
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Hapor. Ihis was done to see if there might be alternatives 
to the purchase or the computer system. 

Chapter V discusses a diagnosis composed of the informa- 
tion revealed in Chapters III and IV, and suggests two 
approaches as to what can be done to resolve some of the 
study organization's problems. 

Chapter VI summarizes planned organization change. it 
also makes recommendations to the organization based on the 


information revealed in the organization analysis. 
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II. ORGANIZATION CHANGE THEORY 


A. INTRODUCTION 

Organizations must depend on and interact with their 
external environment in order to survive. A force Veer 
change can result when any factor in the external environ- 
ment interferes with the ability of the organization to 
attract the material and human resources it needs, or 
produce and market 1ts services or products. A force for 
change can also result from factors internal to the organ- 
ization, thus affecting the way the organization carries out 
Pts activities: This chapter will define organizational 
change, discuss the difference between profit making and 
nonprofit organizations, indicate who is responsible to make 
sure the change is nonthreatening and least disrupting to 
the organization, what organizational change includes, and 
the type of approach most often used when change is 


needed/desired by the organization. 


B. CHANGE DEFINED 

Organizational change is defined by Schein (1970) as the 
"induction of new patterns of action, belief, and attitudes 
among substantial segments of a population." All defini- 
tions of change are problematic [Ref. l:p. 17]. This is 


because they assume that we can differentiate between states 


ee 


of change and stability. Organizations are always changing, 
some more slowly than others, but change is the basic 


characteristic of all healthy social systems. 


C. THE BASIC PROBLEM OF NONPROFIT ORGANIZATIONS 

A principal characteristic that distinguishes nonprofit 
organizations from profit-oriented organizations is. the 
absence of profit as an objective. The profit-oriented 
organization uses profit as a criterion for appraising 
proposed courses of action and as a means of measuring 
effectiveness, efficiency and performance in general. The 
absence of profit in a nonprofit organization tends to make 
the planning of an organizational change more difficult, 
Since criterion for appraiSing the benefits of a change are 
harder to define. 

Managers’ in nonprofit organizations should recognize 
this fundamental difference. Mes Lecogntlon Ssnould “not 
lead to an attitude that planning organizational change is 
unimportant, inappropriate, or hopeless, but rather to a 
commitment to devise and implement the best plan of action 
under the circumstances. Since profit is not an objective in 
nonprofit organizations, management must carefully think 
about what the organization's goals and objectives are even 
though they may be difficult to formulate and quantify. 

Since proposed courses of action cannot be judged in 


terms of how well they meet a profit objective, management 


iPS 


must develcp other measurable criteria that will determine 
the benefits resulting from the implementation of an 


organizational change. 


D. ORGANIZATIONAL RESPONSIBILITIES 

A typical nonprofit organization is composed of three 
levels of management. They are: (1) a governing board, (2) 
top management, and, (3) the operating management. These 
levels must participate in the planning of organizational 
change, because without extenSive coordination and communi- 
Cation between these levels the change will not occur. 
Planning a change that will affect all components of the 
organization needs not only approval from the top levels, 
but the top levels must seek and actively include represen- 
tatives from the operating level. The latter will be 
affected the most on a daily basis and, thus, two-way 
communication iS a must to make the change as least disrup- 
tive to the normal work day as possible. The top managenene 
level is crucial in making sure that opverating contlices wae 
not occur unnecesSarily because of inadequate planning or 
desires by the governing board which are not operationally 
feasible. It 1S management's responsibility for making Sure 
that any organizational change is planned in such a way as 
to cause the least overall organization disorder and the 


least employee resistance as possible. 
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E. A CHANGE PROCESS 

Planning an organizational change is more complex than 
it appears, especially since any organization is never truly 
in a stable state. Basically, there are two essential 
conditions for any change effort to be effectively managed. 
One is that the organization's management must be aware of 
the need for the change and the consequences that will be 
initiated by that change. The other is that the desired end 
state condition must be as clear and specific as possible to 
management, so that any unanticipated problems that arise 
during the change state will not be detrimental to the wnole 
SmamGge project [Ref. 2:p. 17]. 

Two organizational change theorists, Beckhard and 
Harris, propose that managers introducing a major change to 
their organization follow a simple procedure to: 


1. diagnose the present state of the organization, 
including the need for change; 


2. set goals and define what the new state will be after 
the change; 


3. define wnat the transition state will be between the 
present and the future state; 


4. develop a strategy and plan of action for managing the 
transition; 


5. evaluate the change once it has oa made; 


6. stabilize the new state and establish a balance between 
Stability and flexibility. 


For this study, diagnosing the present state of an 


organization and assessing whether the desired change is 


in) 


really needed is what is focused on. The future state is 
discussed later in this paper and an implementation plan is 


outlined in the last chapter of this paper. 


F. AN ORGANIZATIONAL SYSTEMS APPROACH 

Since most major organizational changes affect all 
components of an Organization either directly or indirectly, 
the manager should diagnose his/her organization using a 
systems approach. A systems approach emphasizes the impor- 
tance of viewing the organization as an “open " system with 
interdependent parts. These parts are the components that 
make up the organization as a whole and they in turn inter- 


act among themselves and with the external environment {see 


ELOUnC 2 (Ref. 1l:p. 73]. Figure 2.1 1S a representa- 
tion of an "open " system organization as seen by Noel M. 
Tichy, an organizational change theorist. He basically 


agrees with Beckhard and Harris, in that a diagnosis of the 
present state of the organization 1S essential before a 
change should occur. 

Too many times people in management have undermined good 
Organizational analysis and planning when faced with having 
to make changes to their organization. This undermining is 
usually caused by lack of time and knowledge about planning 
for change. A poor or hasty diagnosis of the organization's 
present state can lead to costly problems and missed dead- 
lines in the change process. Tichy has developed a 


diagnostic plan by which an organization can examine its 
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present state and more accurately tell if it is ready for 
the change to be incorporated or what is lacking that may 
make the change ineffective and/or very difficult and costly 
to achieve. His diagnostic plan will be used as a compre- 
hensive organizational model in the next chapter to analyze 


the organization used for this study. 


G. SUMMARY 

This chapter discussed what organizational change is and 
what some of the current management theories offer to assist 
the manager to bring about planned change to his/her organ- 
ization. It is the intention of this paper to illustrate how 
a manager might assess and diagnose an organization contem- 
plating a major change. The MCSPCA will be used as a model 
to illustrate this. T®Be next chapter provides a brief 


background of the MCSPCA. 
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III. ORGANIZATION ANALYSIS ae 


A. OVERVIEW 

An organization is a unified, consolidated group OF 
elements working toward some specific purpose. An analysis 
of an organization separates the elements and reveals the 
relationships between them. The information collected from 
such an analysis provides a manager with valuable insight 
and better understanding of how his/her organization oper- 
ates. This information can also assist the manager in 
Pinpointing the source of incongruencies so that problems 
can be resolved quickly and effectively. This chapter will 
discuss the eight components of Tichy's Network Model 
meugure 2.1) by using the MCSPCA organization aS a case 


study. 


B. PLANNING FOR CHANGE 

1. Diagnostic Model 
Why does a manager need a model when he/she is 
planning an organizational change? The significant reasons 
stem from three myths observed by Henry Mintzberg during his 
study of senior management. They are as follows: (1) 
Managers are systematic, (2) Managers rely on formal comput- 
erized management information systems, and (3) Management is 


fast becoming a science [Ref. 3:p. 48]. 


eS 


Managers are not systematic solanners, but instead 
Spend an average of ten minutes at any one task. Most 
managers rely on telephone communication, unscheduled 
meetings, and face-to-face conversations instead of data 
printouts. To date, managers do not follow formal proposi- 
tions and programs that guide the allocation of time and 
resources, delegation, control, and organizational design. 
In reality, managers rely on intuitive and implied theories. 

The term "model" refers to a set of assumptions and 
beliefs which when put together represent reality. Models 
and theories guide actions and, thus, must be at the core of 
all organizational changes [{Ref. l:pp. 38-39]. Models 
assist the manager in choosing diagnostic information and in 
helping to arrange collected information into meaningmem 
patterns. An organizational change model is used to guide 
the conduct of a diagnosis and the development of a change 
strategy. This model will also provide a filter for infor- 
mation and focus the manager's attention on those 
activities/items that he/she might otherwise overlook or 
judge aS unimportant. 

I have chosen Tichy's In Depth Diagnostic Plan 
outline [Ref. l:pp. 157-162] to systematically analyze the 
MCSPCA for this study. The plan is based on Tichy's Network 
Model (See Figure 2.1) which is a guide for the manager who 
is planning to initiate a chance ~srececsce After this 


analysis is done, a determination can be made as to whether 
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or not the MCSPCA is ready to incorporate a computer system 
into its organization, and/or whether they possess the 
necessary skills to handle the changes created by such a 
system. 

2. Input Analysis 

The MCSPCA was formed in 1905 to promote the princi- 
ples of Henry Bergh's American Society for the Prevention of 
Cruelty to Animals (ASPCA) on the Monterey Peninsula. Mr. 
Bergh had founded the ASPCA in April of 1866 with the 
chartered purpose of ending cruelty to all domesticated 
animals and to disseminate the humane ethic (Ref. 4:p. 8]. 
In 1928, the MCSPCA built its first permanent animal shelter 
in Monterey. Prior to this time, society meetings and care 
of injured animals had taken place in rented facilities or 
in the homes of society members. Working from the new 
facility, the organization broadened the scope of its 
activities and by the late 1930's was able to extend opera- 
tions to almost all of the cities on the Peninsula. 

By 1954, MCSPCA activities had grown to the point 
that larger facilities were required and later that same 
year the society moved to its new quarters in Pacific Grove. 
Society operations continued to grow during the late 1950's 
and early 1960's. By 1962, the scale of operations had 
expanded to the point that warranted a full time manager 
which resulted in the hiring of the society's first paid 


director. 
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In 1966, it was apparent that the society's opera- 
tions would soon overrun the Pacific Grove location, and 200 
acres of rural land were purchased midway between Monterey 
and Salinas which could be used for a new shelter. Con- 
struction of a new shelter was begun in 1967 and when work 
was completed a year later, all MCSPCA operations were moved 
to the new facility which was designated the "La Vega Verde 
Center for Animal Welfare." 

Since its opening in 1968, the MCSPCA has continued 
to add more buildings to the center in order to facilitate 
its ever expanding operations. In 1970, a barn was erected 
to better accommodate livestock and other large animals 
housed by the society. In 1974, a building incorporating 
two surgical theaters and post operative recovery areas was 
constructed for the Veterinary Services/Spay-Neuter Clinic. 

ine.1976, thesgscopneseot MCSPCA Operations greatly 
increased when the organization began to provide animal 
control services on a contract basis for Monterey County. 
With the additional income provided by this contract, 
revenue generated from department operations exceeded 
volunteer contributions for the first time in the organiza- 
tion's history. In 1979, a Humane Education Center, which 
contained offices and classrooms, was constructed. The last 
major addition was the Wildlife Rehabilitation Center which 


waS opened in 1982. Up until that time,. wildiimee 
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rehabilitation had been conducted in the maintenance garage 
of the main facility. 

The above mentioned was a brief description of the 
MCSPCA's history. A more detailed list of historical dates 
and events is included in Appendix A. Appendix A also 
contains population data on Monterey County over the last 
mercy years. This data is also depicted in a graph (see 
Figure 3.1) with some of the MCSPCA's historical dates. 
Figure 3.1 shows how the population increase in Monterey 
County, especially the addition of 116,952 people between 
1959 and 1970, greatly affected the need for increased 
facilities and animal services to meet the problems of the 
growing population of domesticated animals. 

SP icecuclemiecrermrsed NONPrOLt Organization, 1 is 
very dependent upon donations and volunteer help from the 
wecal community. The volunteer interface is particularly 
important because these people in turn project either a 
positive or negative image of the organization to the 
community. Influential people in the county such as movie 
Stars, county leaders, and members of the MCSPCA Board of 
Directors pose another interface with the organization that 
affects its public image and the amount of monetary support 
it receives annually. 

The local environment with which the MCSPCA 
interacts is especially fluid in that donations will drop 
Substantially during economic depressions or when the local 
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medta reports the organization in a negative light. The 


latter is predictable in that a drop in donations is expected 


every time a negative article is printed, but the frequency 
with which this happens during a particular year is ioe e- 
dictable. Since there is only one MCSPCA in the county, 
competition is not addressed. Being the only such organiza- 
tion, however, can be a disadvantage when the facility 
becomes the target in an animal confiscation case. 

The MCSPCA holds assets and investments totaling at 
least one million dollars, and this seems to be the safety 
valve whenever the yearly budget is exceeded. This may also 
explain why the facility hasn't shut down by now. Financial 
material given to me by the MCSPCA for my study was kept 
very general, as this subject is a sensitive one. 

Human resources vary with the time of year. The 
largest number of volunteers work during the summer months 
with an annual average of fifty persons being divided among 
the eight departments. The paid employees (presently 


numbering 42) do not get a salary competitive with other 


SPCA's or with other animal care facilities. Most applicants 


for jobs are either temporarily out of work and/or have low- 
to-very poor job skills. Many of those employed are only 
high school graduates and have no managerial skills, even 
though some end up in managerial positions. 

The MCSPCA depends on manual labor to get the daily 


work accomplished. Only the payroll and bulk mail are 


tae: 


contracted out. Because the work lioad has grown and the 
number of employee positions has remained fairly stable, new 
technology is highly desired by both managers and workers to 
relieve the information processing load. 

3. Mission(Purpose)/Strategy Analysis 

My initial search to find the purpose statement for 
this organization turned up nothing. It was not posted and 
could not be found in any files. The item was brought up in 
a weekly meeting and the Education Director was assigned the 
job of finding the statement. A week later he found a 
statement that was part of the by-laws having to do with how 
funds are used. Tt reads. im spare: "The purposes o£ the 
Society are to prevent cruelty to animals, to protect them 
from suffering and fear, and to promote their welfare...." 
These by-laws have not been totally revised since 1950. 
Only small changes regarding the number of board members and 
wnen meetings shall take place have been made over the 
years. 

Employees/volunteers describe the purpose of the 
Organization as caring for unwanted, sick, and injured 
animals, and/or humanely putting animals to sleep that are 
not wanted, are too sick to heal, or are injured beyond 
recovery. 

There is no formal strategy (at least no one seems 
to know about one) within the organization. My study also 


revealed that there is a problem of personnel not knowing 
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what strategy means. Lack of education contributes to this 
factor, as well as the fact that the society is operating to 
meet the needs of the present only. Serious thought and 
time have not been set aside for long-range planning. 

Organizational goals are also not really understood 
by management or by the operating staff. In their opinion, 
goals are whatever needs to be accomplished in their indi- 
vidual departments by the end of the working day. Goals 
also include getting a leaking roof fixed, buying fresh 
supplies, and cleaning cages. 

Many times goals can be viewed in terms of what a 
Particular donor wants to see at the facility. A solarium 
added to the Shelter facility, because the Auxiliary wanted 
to have one there, 1s a good example of this type of goal. 
This does not use resources to further the caring capacity 
of the facility, nor does it improve the animal care areas 
that need attention. 

The lack of a formal strategy leaves the organiza- 
tion in a situation where emplovees do not understand how 
macy are contributing to the future of the facility. 
Presently, the organization is operating haphazardly and in 
crisis mode in order to appease those who have considerable 
political influence. 

4. Task Analysis 
There are three basic tasks at the MCSPCA that must 


be performed in order for it to meet its organizational 
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ourpose. These tasks are: (1) animal husbandry, (2) 
educating the public, and (3) providing daily animal rescue 
services. 

The first task involves the cleaning of cages, 
proper preparation of each animal's diet, daily replacement 
of water, administration of necessary medications, and an 
exercise program tailored to each animal's special needs. 
Although these tasks can become monotonous, they are vital 
to the animal's welfare. When performed properly, these 
tasks contribute to the animal's health and in keeping the 
facility clean by reducing infection caused by insects and 
microorganisms. No particular expertise is needed for this 
task and most employees and volunteers learn the cleaning 
process through observation and repetition. In addititem 
they are given a short lecture on the importance of cleaning 
when they first join the organization. 

Educating the public on the proper methods of caring 
for animals (both domestic and nondomestic), and on the 
behavior patterns exhibited by different animals, 1S impor- 
tant to prevent ignorant pet owners from becoming cruel and 
inhumane owners. Children are the prime focus for animal 
education, hopefully because with this knowledge they will 
become responsible and loving pet owners of the future. Most 
MCSPCA employees learn about proper animal care by taking 
care of the animals at the facility, but top management does 


Subscribe to many different animal care media material in 
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order to augment, and Keep current with, animal care methods. -. 
Veterinarians who volunteer their time at the facility also-___.- 
provide up-to-date information on animal diets, handling of 
injured animals, and knowledge about animal behavior in 
regard to diagnosing disease. 

The third task of providing animal rescue services 
involves the way the MCSPCA can remove a suffering animal 
from a hostile environment. It includes animals found alive 
on highways that have been hit by road vehicles, and also 
animals confiscated from persons who lack the education, 
finances, or physical strength to properly care for them. 
Animal Rescue Service 1S very important in allowing the 
animal to be properly sheltered and cared for until it 
recovers. Once the animal is completely recovered, 1 wii 
be returned to its wild habitat or placed in a home environ- 
ment that 1s conducive to keeping the animal healthy both in 
body and mind. The expertise needed for this task is also a 
learned experience. The rescue officer must possess a valid 
driver's license, be over 18 years of age, and travel for 
two weeks with another officer before he/she is allowed to 
perform rescues alone.- A "crash course" is given to the new 
officer on the laws (federal, state, and county) under which 
he/she will work and uphold, but even with this course many 
mistakes are made. 

The three aforementioned tasks can be carried out 


independently by most of the departments of the MCSPCA. 
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Each department svecializes in one particular area of animal 
care, but they all use the same rescue service facility and 
all work toward the same objective; the care and sheltering 
of suffering and unwanted animals. Each department displays 
educational material on the major pet diseases and the 
proper care and feeding of domestic pets, but they also 
display information that is specific to that indiviGiiee 
department. 

Task predictability is high, since even most emer- 
gencies have become routine and/or are handled by a veteri- 
narian on duty. Most problems that involve a customer or an 
animal protection case are resolved by following the policies 
and procedures clearly laid out in the laws and contracts 
under which the MCSPCA operates. Task uncertainty is not 
high. in. this” organization ane to its service-oriented 
Nature. 

5. Prescribed Organization Analysis 

The MCSPCA is headed by a thirteen member Board of 
Directors elected by the dues-paying members of the society. 
Board members are elected at the society's annual meeting to 
a three year term with the various directors' terms being 
Staggered to ensure continuity. Board members are all 
volunteers and receive no monetary compensation. The board 
1S presided over by a President who is elected by a vote of 
the other board members. Additional board officials include 


the First and Second Vice Presidents, the Treasurer, and the 
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Secretary. Board members represent a variety of occupations, 
ages and interests. Current board members typify the 
board's usual composition. The President is a practicing 
veterinarian who is presently taking an interest in estab- 
lishing new policies for the organization in the area of a 
reward/incentive program for employees. The other board 
members include a lawyer, a financial accountant, a retired 
policeman, two housewives with personnel administration 
background, a real estate businessman, a local club owner, 
two ranchers, a retired U.S. Army officer, a CPA, and an 
electronics media expert. The Board of Directors exercises 
its decisions and policies through a full time paid staff, 
headed by an Executive Director. The Executive Director 
oversees daily activities and 1s directly responsible to the 
Board of Directors for all MCSPCA operations. 

The Executive Director's staff is divided into eight 
departments with the manager of each department being 
responsible to the Executive Director for activities within 
his/her department. The exception to this is a change that 
occurred a short time ago with the formation of a new 
position; that of Operations Manager. The Operations 
Manager heads both the Animal Control Department and the 
Shelter Department. This position has not been reflected in 
the MCSPCA's present organization structure chart, but is 
shown in a schematic diagram of the formal organization in 


Figure 3.2. Currently, 42 full or part time employees are 
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distributed among the eight departments which include 
designated Shelter Operations, Animal Control, Humane 
Education, Wildlife Rehabilitation, Veterinary Services/ 
Clinic, Financial Office, Public Relations, and Fund Devel- 
opment. A brief discussion of the functions and scope of 
each department's operations follows next. 

The Shelter Department receives and cares for all 
animals that have been voluntarily turned in or impounded by 
the facility's Animal Control Officers. The Shelter Manager 
ls responsible for all activities related to the operation 
of the Shelter's small animal Kennel and the barnyard area. 
This department also operates a small store which sells 
supplies as a convenience to customers who have just adopted 
an animal from the Society. Approximately 25 percent of the 
animals cee elem oetect: LeCemes@™in a Year are either 
returned to thelr owners or placed in new homes. The 
remaining animals are euthanized after the Shelter personnel 
are unable to locate new homes for them within a specified 
time period. Operation of the Shelter is one of the largest 
functions within the MCSPCA, with paid employees’ and 
volunteers working as adoption counselors, animal kennel 
attendants and boutique salespeople. 

The Animal Control Department is responsible for 
enforcing animal control ordinances in Monterey County which 
includes the cities of Marina, Soledad, Greenfield, King 


City, Pacific Grove and Monterey. These cities all have 
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contracted the MCSPCA to provide them with animal cones 
services. While performing their duties, department person- 
nel are responsible for the following: animal leash 
enforcement; impounding stray animals; investigation of 
public complaints; bite, cruelty or neglect reports; trans- 
portation of injured animals to veterinarians; inspection of 
pet stores, stables and kennels; and the processing of all 
applications for county dog licenses. Animal Control Officers 
also respond to calls of animals in distress from car 
accidents, or animals who have fallen victim to malicious 
human behavior (e.g. hawks and eagles that have been shot). 
MCSPCA officers assist the Humane Education Department by 
informing the public of the true responsibilities of pet 
ownership through daily interaction with county residents 
and by taking part in numerous briefings at schools, chunenece 
and community civic centers. | 
The Humane Education Department 1s responsible for 
presenting educational programs on the MCSPCA's activities. 
These programs are offered to school children during guided 
tours of the organization's facilities and at the local 
schools. The department also provides animal related 
material to area school teachers to encourage them to 
elaborate on the Society's presentations. Currently, this 
particular department has one full time employee and two 
part time employees. Each of these employees conduct MCSPCA 


tours and one part time employee has the responsibility of 
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Seerainating vellnmtecers throughout the organization and .of 
setting up volunteer recruitment presentations. 

The Wildlife Rehabilitation Center is responsible 
for the care and rehabilitation of all wildlife received at 
the facility. Beyond caring for the animals in the center, 
the Wildlife Director and her four full time staff members 
frequently assist Animal Control Officers in the rescue of 
injured or wounded wild animals. This department also 
handles marine mammals, over ninety species of birds, large 
land animals (cougars, bobcats and bears), and is one of the 
few local facilities that 1s able to handle the cleaning of 
Paebalaite after an oil spill occurs. Eighty five percent of 
the animals that are cared for in the center are returned to 
the wild or placed in facilities that will house them until 
the end of their natural lives (e.g. California ia! Vang 
Museum). 

The Veterinary Services/Clinic Department provides 
for the health of all animals in MCSPCA facilities. Daily 
operations in the Clinic are conducted by two veterinarians 
and four full time paid staff. Volunteers augment this 
department by helping with record keeping and cleaning 
cages. This department checks and treats any sick or 
injured animal brought to the Shelter. The Clinic also 
inspects and provides necessary inoculations to all animals 
placed in new homes by the Shelter. When a customer adopts 


an animal from the Shelter, he/she is obligated by a signed 
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agreement to spay/neuter their animal when the appropriate 
time is reached. 

The Fimencial Oit ices responsible for all aspects 
of the accounting, bookkeeping, Sesh eda. contract budget- 
ing, and personnel functions within the organization. 

The Public Relations Department is responsible for 
publicizing all MCSPCA accomplishments and events. yal 
addition to acting as liaison between the facility and local 
radio and television stations, and newspapers, the Public 
Relations Director oversees production of the MCSPCA's 
quarterly news magazine, brochures, leaflets, and pamphiets 
promoting the organization's programs and/or viewsS on 
environmental and animal related issues. This department 
works closely with the Humane Education Department in giving 
presentations to adult groups and service clubs, Or Jame 
other benefit groups from which the MCSPCA will receive 
monetary donations. The department employs one full time 
paid employee and one part time employee. 

The Fund Development Department 1s YresponsiSleusaes 
all aspects of fund raising programs. This is very impor- 
tant to the organization since it is extremely dependent 
upon the resources generated by this particular department's 
efforts: Current programs include direct mail appeals, 
donations of local art which are sold at public auction, dog 


washes and animal fairs, and will/bequest plans. 
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In addition to the volunteers whe assist in the 
operation of the MCSPCA, an Auxiliary with over 200 members 
supports the organization with monies gathered from member- 
ships and social events. Funds raised by the Auxiliary are 
pinpointed for special projects which are not included in 
the vearly operating budget. Funds are also raised by the 
MCSPCA Benefit Shops located in Carmel, Pacific Grove and 
Carmel Valley. These shops are manned by community volun- 
teers who sell hand made and donated items. The profits, 
which benefit the organization, are put into a general fund 
from which all MCSPCA departments receive a share. 

Coordinating all these different departments 1s 
predominantly done through organization rules and policies. 
Often the chain of command has been ignored bv people with 
complaints about the facility and its operations and these 
complaints have filtered down from the top of the organiza- 
tion, instead of working up through the managerial hierarchy. 
As a result, the flow of information and work between 
departments has become minimal, with only essential 
interaction taking place. Communication, which is a key to 
effective coordination, is often lacking or distorted, thus 
leading to the poor acquisition, transmission, and process- 
ing of information throughout the organization. Over the 
last decade, transmission of information has become inade- 
quate as a result of the community's large population growth 


and the MCSPCA staff size remaining virtually unchanged. 
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Relief is sought by the introduction of a computer system to 
facilitate daily processing of a growing amount of data. 

Currently, weekly meetings are held by the steering 
committee (composition defined later) in an attempt to 
encourage organizational integration by providing an atmo- 
Sphere in which managers can air problems, complaints, and 
new ideas, and then receive constructive feedback and 
helpful advice from all members of the committee. These 
meetings also give all managers and board members the 
opportunity to remain aware of what 1S going on within the 
organization. 


6. People Analvsi1s 





MCSPCA employees are people who want to work with 
and do something for the betterment of an animal's welfare. 
Most do not have any special skills, but find that they can 
learn more about animals by caring for them. Many use the 
organization as a temporary job until they can find one that 
1s more suitable to their needs. In addition, salaries are 
not competitive with other business organizations. Seventy 
two percent of the present of employees are women, either 
Single or married with families, who are found at all levels 
of the organization. The ages of most employees range from 
18 to 35, and most do not have any education beyond high 
school. A few employees (approximately 2%) do have 
professional training in the medical technology field, such 


as Animal Health, however, but less than a handful of 
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employees (17%) have stayed with the organization for more 
than six years. An average length of employee service time 
for the whole organization is almost two years, but it is 
much lower in five of the nine departments (see Figure 3.3). 
Appendix B contains the data used in Figure 3.3. 

Within the MCSPCA organization there is limited use 
of professional management tools, mainly because very few 
managers have had any management experience or education. 
These managers do not know how to delegate work, motivate 
their staff, or monitor emplovee performance. Their depart- 
ments are usually understaffed (due to a high employee 
turnover rate) and as a result, they do not have time to 
learn how to be managers. Emphasis 1S placed on the daily 
work to be done and on report sheets to be filled out. The 
latter is usually neglected because the manager is too 
concerned with all of the manual work that has to be done 
each day. 

Personal interviews and observation of daily activi- 
ties revealed that the monotony of performing the same tasks 
day after day takes its toll on the employees. They burn 
out from the constant stress and become discouraged and 
frustrated when trying to initiate new ideas or operating 
methods within their departments. This is caused by the 
lack of management experience and organizational Support to 
educate MCSPCA personnel, whether EnGROUGM —fhaighte Courses Or 


hiring of outside assistance services. The motivational 
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Average Employee Length.of Service by 


Figure 3.3 
Department 


force driving those employees who have remainea with the 
Organization the longest is the intrinsic reward of seeing a 
suffering animal recover and then returned to an environment 
that is conducive to keeping it healthy. Many employees and 
volunteers are responsible for uniting an animal with a 
customer, making the adoption program as successful as it 
Ss 

For a long time now the employees (60% of the total 
number of employees) have felt that they have no influence 
over how the organization is managed. In addition, the 
atmosphere of the facility does not lend itself to praise 
meee tO constant criticism instead. The workers blame 
management and management in turn blames the Board of 
Directors for a lack of proper communication, too many 
operating constraints, and the initiation of operating 
policies and procedures that are not for the betterment of 
animal welfare. The idea of a computer system to assist in 
information processing is seen my most employees (all of the 
25 interviewed) aS a necessary step to improve customer 
service and increase information retrieval time. On the 
other hand, the general consensus of those interviewed for 
this study has been that once the study is completed nothing 
will be done, nor will they be told what the study revealed. 
Most employees (95% of those interviewed) feel that much 
more attention and effort is spent toward pleasing politi- 


cally influential people in the community and on the Board 
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of Directors than in improving the facility In a ywayee oe 
will benefit employees as well as the animals. 
7. Organization Processes Analysis 

In order for any organization to Carry  ~oucueee 
prescribed tasks, dynamic processes of communication, 
control and reward management must be present. All three of 
these processes are weak or inadequate within the MCSPCA. 
Communication between the Board of Directors and the rest of 
the organization has been soured because of mistrust and 
misunderstanding. Too many times influential people from 
the community, or employees and/or volunteers with friends 
on the Board, have usurped the organization's chain of 
command to lodge complaints. These incidents have put the 
Board in a managerial role that it should never have to 
CUde Ie. Too often what the Board then communicates is 
criticism indicating that the employees are incompetent and 
unprofessional. Praise for jobs that are well done is 
rarely extended by the Board. 

Rarely is anyone at MCSPCA encouraged to learn about 
the operations of other departments in the organization. 
Many of the employees (90% of those interviewed) have never 
seen the purpose statement for the organization and, thus, 
do not understand how each of their departments contribute 
toward it. Therefore, they do not see themselves as part of 
a whole organization, but as departmental entities unto 


themselves. 
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Control processes are rare and the same mistakes are 


made over and over every time new employees are hired. 


Since many managers do not know how to monitor the quality | 


of their department's performance, no system has been set up 
to detect (or avoid) errors. This includes the Financial 
Office where, several years ago, a bookkeeper performed her 
job incorrectly and errors weren't discovered for many 
months. Currently, eCrnsers are» still occurring and are 
showing up in the quarterly budget statements prepared for 
the Board. A number of employees feel these statements do 
not reflect the true financial standing of the organization. 

Interviews with 25 different MCSPCA employees 
revealed that an organizational reward system 1S nonexistent 
as far as the employees are concerned. A small fund was set 
up four or five vears ago to be used by the employees ror 
personal enhancement, but so far the fund has only provided 
money for dance and pottery iessons. These courses did not 
directly benefit the organization, nor did they increase the 
job skills of the individual employee. On several occasions 
those attending the course dropped out before it was over 
and the money could not be recouped. Within the last month, 
however, Employee of the Starter and Employee of the Year 
incentive programs have been started to recognize certain 
employees for their good work and their positive attitude 
toward the organization. Those chosen for recognition are 


also rewarded monetarily. Since these programs were 
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initiated, several managers have now been encouraged to 
devise other employee incentive programs and submit them to 
the Board for approval. 

Overall, organizational decision making is done by 
the Board of Directors. This has been particularly true 
Since the resignation of the Executive Director over four 
months ago. Since then, a steering committee, made up of 
three to five board members and each of the department 
managers, has been handling the issues needing attention. 
The atmosphere for committee meetings is informal with an 
agenda that 1s flexible enough to allow time for problems or 
concerns to be raised. Always present 1S a political 
influence that can sway which issues will be addressed first 
and which issues will be pushed aside. This factor has 
created enough conflict in the past to causé managers to 
resign and other employees to refrain from communicating 
their ideas to improve the organization. 

Employees also expressed the fact that they are not 
consulted as to which project extra money should be applied 
toward in order to improve the facility. An example of this 
problem was the addition of the solarium to the Shelter 
entrance area. Ninety percent of the employees interviewed 
felt that the money could have been better spent in repairing 
the roof of the Shelter or by buying new Kennel or surgery 


equipment. People external to the organization are dictating 
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where they want improvements to be made instead of consult- 
ing management who see more pragmatic needs... 
8. Emergent Organization Analysis 

An organization is certainly not wer lice to those 
relationships described by a formal organizational chart. 
The fact is that most organizational behavior 1S manifested 
Eee anme informal organization (Ref. 5:p. 80]. This informal 
Organization depicts how work is actually accomplished on a 
daily basis. Within the MCSPCA, there are two informal 
networks that influence the behavior and operation of the 
Organization. One informal network 1S a worker-type support 
network in which there iS an understanding that assistance 
for a job done today is to be reciprocated sometime in the 
PucuUre . An example of this occurred when the Shelter 
received more animals than its staff could attend to at one 
time. Assistance from other departments was offered and 
accepted. Not all employees in the facility (less than 10%) 
feel this network 1S appropriate, nor do they feel that they 
Should assist other departments with their work. These 
employees follow the formal organizational network as shown 
in the organizational chart, and do not deviate from it. 
Personality traits also play a part in who can be relied on 
to help out and who can't. 

The other informal network is concerned about the 
MCSPCA's public image and with the person(s) within the 


organization who have the most influence with the Board of 
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Directors. This is an extremely fluid network in that 
changes among empioyees and/or board members can shift the 
balance of power. This network has proven to be a disadvan- 
tage for the organization because it initiates conf ligt 
usurps the formal chain of command, and provides barriers to 
organizational change. Too many times a community member or 
worker's complaint has become so distorted by the time it 
reached the Board that punitive actions were initiated 
before a manager had a chance to discover what the problem 
was all about. Employees in one department have also 
manipulated this network enough to keep another department 
from receiving extra money or special equipment. This, in 
turn, hasS prevented the organization as a whole from operat- 
ing effectively and efficiently. 

Currently, both informal networks are Strong wien 
the organization, but they work in conflict with each Gener 
most of the time. Indirectly, this conflict keeps the 
emplovee turnover rate high, communications low, and infor- 
mation processing inadequate. 

9. OQUutpuesAnalysis 

Generally, the MCSPCA customer's needs are being met 
by the organization. Dogs get licensed, kittens and puppies 
are adopted, pet owners are reunited with their lost pets, 
and wildlife is rehabilitated and released back to its 
natural habitat. The customer interacts with friendly 


employees and information on diseases, laws, and pet care is 
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exchanged. The organization, therefore, is. meeting goals 
that are basically understood by the employees. These goals 
are defined through daily tasks that must be: completed, such 
as; feeding, medicating, cleaning, and exercising of all 
eaaimals ine™the facility. mae. bubk® of Jorganizational 
resources (personnel, money, time, etc.), goes toward 
accomplishing these daily jobs. However, these resources 
meet the organization's present needs only. 

Each year, all the MCSPCA departments compile 
individual "wish lists" which include items a department 
needs to replace worn out or obsolete equipment for upgrad- 
ing animal care and improving customer service. This year's 
list, for example, included a dishwasher, an alr conditioner 
system, replacement of five of the seven rescue vehicles, a 
new autociave, and a new copying machine. These "unfunded" 
goals go for several years without being fulfilled, and keep 
the organization from operating at full potential. AS 
mentioned earlier, funds are provided by private individuals 
and groups who designate exactly wnat projects the funds 
will be put toward. These are "funded" non-goals and in 
most instances do not help in the attainment of the organ- 
1zation's basic goals. 

Good resource utilization, especially of employee 
time, is being done in a few of the organization's depart- 
ments. Managers of these particular departments have worked 


overtime without pay to teach themselves the basics of 
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computer usage. Cne manager, for instance, is filling two 
top management positions without extra compensation. These 
managers are also carrying location devices (beepers) after 
hours whether on duty or not, and even wear them while on 
vacation. This tvpe of dedication and extra effort is not 
found throughout the organization however. There are 
employees who have very few responsibilities and will not 
work one minute over thelr allotted time, even though they 
receive a salary comparable to that of employees with 
increased responsibilities. Since no organizational reward 
1s given to encourage more dedication, 1t 1S not surprising 
to find frustrated and discouraged employees who give 
minimal effort toward the organization. Presently, aan 
examination of salaries 1s being conducted to reveal those 
positions with minimal responsibilities, and to find olljeueme 
there 1s any way to make MCSPCA salaries more competitive 
with the external environment. 

Overall, the components of the organization are 
working toward the basic goal of providing proper care and 
shelter to suffering and unwanted animals. What keeps the 
Organization in a constant state of crisS1S operation, 
combined with its mental stress and frustration, 1s ane lack 
of management expertise and the political influence that 
dictates the direction in which the organization focuses its 
efforts from dav to day. Not only is the organiZaurenm 


Constantly adjusting =e these temporary goals, but it is 
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having to adjust to national economic slumps and negative 
media material which affects the amount of donations re- 
ceived. This, in turn, tightens the budget for needed 
supplies. To compensate for the lack of supplies, an 
increased number of animals are put to sleep and part time 
employment is discontinued. 

Figure 3.3 is a bar graph depicting an average 
length of service time for both managers and staff employees 
by department over the last ten years. (See Appendix B for 
service time data). Not available was the length of time 
positions were left vacant before being filled, or the 
complete service time of many former employees. Basically, 
the graph shows that job turnover rate is high within this 
organization. Many employees are not career enhanced while 
working at the facility, mainly because no current enhance- 
ment training program exists. Of the few employees who have 
remained with the organization for over S1x years, promotion 
to higher paid positions has occurred because they were "in 
meemerignit place at the right time." Apparently, this has 
been the only organizational reward for remaining with the 
MeSsrPCcaA. 

New employees are readily accepted by the existing 
staff, but since employee turnover is so high, employee 
relations are brief with very little constructive interac- 
tion. Former employees describe the MCSPCA as a fair place 


to work, but claim that management was fragmented and 
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unskilled, the Board of Directors was narrow-minded and not 
open tc new organizational ideas, and that the political 
"games" played by the organization to appease the influen- 
tial people was too demanding to make up for the low salary 
being paid. Those few employees who have remained with the 
organization for over six years, have managed to ignore the 
politics and concentrate their efforts on their specific 
jobs only. This has led to feelings of mistrust and suspi- 
cion which has separated the organization into sections that 
do not work toward the betterment of the organization as a 
whole. Consequently, each department functions as a single 


entity deriving benefit for its own betterment alone. 


C. SUMMARY 

The above component analysis of the MCSPCA, using 
Tichy's In-Depth Diagnostic Plan, is completed. The analy- 
Sis has revealed information about the organiZation that Gag 
be used in deciding whether or not the organization has the 
resources and ee necessary to handle the introduction of 
a computer system and the changes it will initiate. 

The next chapter will explore an area that should be 
considered by management when planning the introduction of a 


computer system. 


IV. ASSESSMENT OF NEEDS | 


Eee OVERVIEW 

Sooner or later people in an organization will desire 
better tools for accessing and managing data to meet their 
own daily needs, as well as providing better service for the 
customer. Simply buying and installing a computer system 
will not ensure competent and efficient use of the system. 
Computer system experts are finding that people should learn 
about the basic computer, and, even more importantly, assess 
the needs of the organization before buying a computer. 
An assessment of how information flows in the MCSPCA envi- 


ronment and what needs were identified are discussed next. 


B. PRESENT INFORMATION FLOW 

There are five major information flows that were ident- 
ified during the study. The first begins with the Animal 
Memero. Officer (ACO) picking up a stray, or injured animal. 
He/she logs information about the place and time the animal 
was found, its general condition, any identifying tags, and 
if he/she went in response to a community complaint. This 
information is kept in the ACO department. The ACO then 
brings the animal to the Shelter where his/her information 
1s transferred to a Shelter form. Shelter personnel examine 


the animal in an isolated receiving area to get more details 
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on its condition and a general idea of its state of mind 
(ie. friendly, aggressive, quiet, scared). The Cline 
veterinarian then fills out a medical form (see Figure 4.1) 
on the animal after his/her examination which includes the 
present state of the animal as well as information on any 
medication to be given and the diet the animal is to follow. 
Once the animal 1S out of the receiving area, general 
information, such as: breed type, Shelter ID number, color, 
whether it was a stray or not, whether it has been spayed/- 
neutered or not, and personality traits are transferred toa 
card type form that 1s displayed on the animal's kennel 
space (see Figure 4.2). More detailed information is kept 
on yet another card type form at the customer reception desk 
in case the customer wants to Know more about the animal. 
Dally entries are made on the animal by Shelter staff to 
make sure it is eating and drinking enough, and navaig 
regular bowel movements. Any abnormal signs are also logged 
at this time. Weekly checks are made by the veterinarian on 
another Shelter form to make sure the animal Is tesponama® 
to prescribed treatment and to check and make sure the 
animal isn't having difficulties with any other type of 
medical condition. If the animal has to be euthanized, 
another form is filled out by Shelter employees as to the 
day and reason it was euthanized. Overall the Shelter has 
many forms to fill out on each animal going through the 


facility. 
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Figure 4.1 MCSPCA Medical Form 
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MC # UC Kennel Tag #_ Cage’ # 


Date eS FSollarcreureae 





MouseoroKken Gooa with Cniidren 






Breed 
Color Coat Snort LONG Curly Wiry 
Age ___ Stray/Turn tn 
Tail Docrea Long Curts 
M F Spayed/Neutered MEAS 





Availabje Date 





a pa 


Where Found 





Figure 4.2 Animal Identification Card 


POTENTIAL ADOPTER FORM 
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Acoress Wis Phone 
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Figure 4.3 Potential Adopter Form 
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The second flow of information processing involves the 
customer. Once a customer decides what animal he/she wants 


to adopt, then he/she must visit the reception desk to fill 


out forms. These forms are used to judge whether or-not the 


potential owner is a responsible one and to get a descrip- 
tion of what kind of environment the animal will go to. If 
Pe animal has a list of potential owners already waiting to 
adopt it, the newest potential owner has to fill out a 
Potential Adopter Form (see Figure 4.3). This puts the 
customer on a waiting list. If the animal is available at 
that moment, then an adoption questionnaire must be filled 
out (see Figure 4.4). This gives the Shelter representative 
an idea of how much time the animal will be alone, and what 
other animals may be present in the home. If the animal is a 
large one, an ACO will be sent to the potential owner's 
residence where he/she will inspect the place to make sure 
the animal will be properly housed and properly restricted. 
These forms are then filed for potential use in the future 
in case there are complaints about the animal, or complaints 
about the way the animal is being treated by the owner. The 
potential owner then signs an Animal Adoption Agreement Form 
(see Figure 4.5) that releases the animal to him/her and 
binds him/her legally to spay/neuter and immunize the animal 
once it reaches the appropriate age. 

A third flow of information is when the customer does 


take the animal to the Clinic for a medical checkup, shots, 
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ADOPTION QUESTIONNAIRE 
" DATE 
NAME. C—C—C—C‘“‘(CSSSCS*SCHOME PHONES 


STREET ADDRESS _.. ss CC—“SCSCsssSCssi‘<‘;«WWO RK PHONE 
CHG LP MILITARY ID # 
OCCUR ATN ee SOCIAL SECURITY # 


- - - oom — 





Name and phone number of fnend or relative: 
Do you —— rent an apartment —— rent a nouse —— own a house, condo or mobile home 


[f you rent, what is your landlord’s name? 





Landlord’s telephone number: «(Doles your landlord allow pets? __. Yes _. No 
Do you live in an —_._ urban —_ suburban —_. or rural environment? 

Do you have access to a yard? —__. Yes ___ No. 

Is it _. Open ___ Fenced Type of fence: Height: 
Are you planning to move within the next six months? _. Yes —. No 

If you do move in the future, what will you do with your pet? 


How many adults live in your househoid? How many children? _._ Ages 





Who wil be responsiole for the pet? 
Does anyone in your housenoid have ailermes to animais? _— Yes —_ No 


What pets do you currently have in your household? 





XIND SPAYED/NEUTERED MOSTLY KEPT WHERE? TIME OWNED 
Pet 41) = dog —— cat —_—- YeS — 0 — in 7 == rout 
Pet #2 dog — cat coe OS eee Sn) 7 = Out 
Pet #3 dog — cat ——— es) no Sih ey Out 
List pets owned in the last five years, other than those listed above. 
KIND SPAYED/NEUTERED MOSTLY KEPT TIME WHAT HAPPENED TO 
WHERE? OWNED THE PET? 
Pet #1 wHHdog WW cat — yes ——n0 awa eee ONE 
Pet #2 WW dog —  <at —— yes. 270 ine out ae 
Pet 73 — dog ~~ cat — yes no 2 ae 


Please do not write below this line 






Prehome 








Posthome MC # Sex 
Date Requested Cage # Age 
Date Completed Adoption # WTB 


Figure 4.4(a) Dog Adoption Questionnaire Part l 
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If your new pet were to become seriously ill or injured and needed expensive veterinary treatment, what would you do? 








What is (or will be) the name and address of your veterinarian? 





Yes No . | ee 2s 








Do you want to breed your new pet? 
Where wiil the pet be = during the day? Night? 

Where will it sleep? a 
How many hours each day will it spend alone? _ 


What will you do if the pet doesn't get along with your present pet? 





How much time would you allow your new animal to adjust to your present pet? 


Your new pet will take at least 10 days to 2 weeks to adjust to its new home. Are you willing to allow it this much ime to adjust? 
Yes No. 








If not, why? 





If in the future you must give up this pet, what would you do? 


What will haopen to this pet wnen you go on a vacation or in case of an emergency? 


~ 


Do you travel a great deal? ______. !f so, how do you intend to provide for the pet while you are gone? 
If your pet becomes lost, what will you do to try to find it? 


Would you object to an inspection of your premises by the MCSPCA? ____ Yes No 





In a short summary, please tell us why you would like to adopt an animal from our shelter. 


Figure 4.4(b) Dog Adoption Questionnaire Part 2 
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WRE Or DOG SESIRED: BREED = 36 eee ee 
Do vou want the dog for a: (check ALL that apply) 
House Pet Breeder | ——_— Fighting Dog —— Hunting Dog 


—— Gift for someone — relationship? 











Company for other pet Companion ——~ Other 








Guard dog — explain: 


Do you realize you probably will have to housetrain your new puppy or dog? Yes —_No 





Do you know how to houserrain a new puppy? —__ Yes No 





If adopting an adult dog, how and how aiten will you exercise it? 





Yes No 





Will you use a leash when exercising your dog? 





Do you want to have your new dog spaved or neutered (an operation to prevent them from becoming mothers or fathers)? 
Yes No 








What do you intend to feed your dog? 


How wil you keep the dog confined to your property? (check ALL that apply) 

















In house ~—_— Xennel —— Fenced yard On chain 
——. Garage Pato On leash Voice command in country 
environment 
Where did you hear about the onterey County SPCA adopnon orogram? 
Friend aa Newspaper Relative —— Other 











Faisifying information on this application can nuilify this adoption. 
&PPROVED: ———_—. DISAPPROVED: PENDING 
COMMENTS: 


Counselor's Signature 


Supervisor's Signature* 


*Disavproval Only 


Signature 


a 


Figure 4.4(c) Dog Adoption Questilennaene sear 
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- MONTEREY COUNTY 
SOCIETY FOR THE PREVENTION OF CRUELTY TO ANIMALS 
P.O. Box 3058, Monterey, Cailfornis 98940 ¢ Phone (408) 373-2631 or 422-4721 


ANIMAL ADOPTION CONTRACT 


Name Date 





Street Address kHome Phone 





City and State Work Phone 





ANIMAL DESCRIPTION AND INFORMATION 


Species _..__~ Breed —_ Sex Age —_. Name 








O FOV 
O Rabies O OHLP-P 
Color _.._ Vet — «Where __ ss When Where —___._ When 
Tag No. Spayed/Neutered 
MC # | 


ANIMAL ADOPTION AGREEMENT 


1 acknowieagge receiving from the Monterey County SPCA tne aoove described animal and in 
considarauan (herea! | sotemniy oromuise and agree [nat: 

1. if the animai does not srove satisiactory i will return it to MCSPCA within 14 days, in which 
event it may de excnangeo for anotner /! ungerstand tmat ADOPTION FEES CANNOT 8E 
REFUNOED.) 

2. i wil Nave said animal spavyed/neutered on or before ss! nerstand 
‘Nat if | fail to comply. said anima wil be reclaimed Dy tne SPCA ang. in sucn evant, | consent to 
Maving (fhe animal so reciaimed. 

3 li will accept this animal as a NOuSseNoid Det anc Companion and wiil keeo it as such and | will 
comply with all !aws and ordirances intorce intne areain whicn | reside. applicadie to said animal. 
4 twill orovide humane care oroocer ‘ood. water. sneiter. exercise. and competent veterinary care 
im case Of \iiness or injury ns : 

S | will not attamot to roid tne MCSPCA resoonsibie for any :iiness of the animal nor for any 
Gamages which the animai may do to any person or property. 

6. | wit return this animal to MCSPCA at !ne adove adcress :f for any reason wnatever! can no 
longer oersonally seep it SPECIFICALLY. |! WILL NOT SELL. GIVE AWAY ABANOON OR 
QELINQUISH THIS ANIMAL TO ANY PERSON SOCIETY OR OTHER GROUP OR PEAMIT IT TO 
BE USED FOR EXPERIMENTAL PURPOSES 

7 iwiil return said antmal to (ne MCSPCA it at anv time. | am requested to do so dy (Ne Society 
because of my widiation of any of tne terms of tnis agreement, Making no cnarge for its uOkeeo OF 
for any other reason. 

8. Neutering Dy spaying or castration only 

I, tne undersigned. nave read. understand and agree to be bound by alitne terms of tne adoption 
contract set forth above | understand tnat tne SPCA does not relinquish ownership of tnts animal 
orf any issue there of. unt! proof of compliance with Paragraph 2 above is received by the 
MCSPCA. 


Signature Adoption Fee § 
Spay/Neuter Fee $ 





Received By 
Tax $ 


Total Received $ 


Figure 4.5 Animal Adoption Agreement Form 
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or to be spayed/neutered, and to be licensed through the ACO 
department. At the Clinic, a medical record form (see Figure 
4.6) is filled out on the animal and three copies are kept 
in various places in the clinic. One for the veterinarian, 
one for the receptionist and one for the record keeping that 
ties into the Financial Office of the organization. The ACO 
collects fees for the legal licensing of animals (usually 
dogs), and the customer has to fill out a licensing form 
describing the animal and where it will reside. Again this 
will be used to assist in complaints about the animal if 
SUCH) an IneGiden: “Occurs. Since licensing is a state law, 
careful records must be Kept. 

The fourth flow also involves the customer. An animal 
can be brought in by a customer who 1S either the owner of 
the animal, or has found the animal aS a Stray and can't 
locate the owner. When the owner brings in an animal he/she 
owns it is either for disposal, or that the owner can no 
longer care for the animal. If the animal is to be euthan- 
ized, a release type form (see Figure 4.7) 1s used so that 
the MCSPCA will not be legally liable in case the owner 
changes his/her mind. Since the MCSPCA also performs 
cremations, a specific form is also available if the owner 
wishes to dispose of their animal that way (see Figure 4.8). 
When the owner brings the animal to the SPCA so that it can 
be adopted bv someone else, the release form 1s also used 


here for the same reason stated before. A person bringing in 
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MONTEREY COUNTYS.P.C.A. © => > 
MEDICAL RECORD 


CN Ec IND ee SPECIES 


ADORESS SEEN in «2 Seer CREED 


NAME 
TELEPHONE ee oe. CAGE 
COLOR 
DESCRIPTION CREDITS 
DATE : ae BALANCE 





FEE PAYMENTS TAG=« 











REMARKS: 


Figure 4.6 Monterey County S.P.C.A. Medical Record 
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THE MONTEREY COUN?) Y S.P.C.A. 
P.O. Box 3058, Monterey, California 93940 Phone (408) 373-2631 


ANIMAL CESCRIPTION AND INFORMATION 


oes R.O. P.S. AD. 
Date__ Tag No. iC Cage: NZ. L__ Disposition/Date 


Species___ ss Breed___CSex__ Age. «~CName 
Good House 


Color. 2. = Coat Se Eats ee Chudren Broken___ 





DHLP-P ee PD eee Say cd erence 





Remarks: 








THE MONTEREY COUNTY 35-70 -= 
P.O. Box 3058, Monterey, Caiiformia 93940 Phone (408) 373-2631 


ANIMAL RELEASE AGREEMENT 


NIG ce eae 
Street Address 


City and State eee elec uone 


I. the undersigned. nerebdv reiease to the Monterey County S.P.C.A. the animail(s) described above, 
and | request disposition thereot to be made as seems advisable tn the discretion of the Society. [tis 
expresslv agreed that neither the Society nor any of its officers or empiovees will incur any 
obligation (o me Decause of such disposition ot said animal(s). 








I certify that said Cats(s) Doy(s) has has not bitten any person or animal inthe last 


10 davs. 
“f understand that my animal could ne destroved immediately.” 


Signature WO On neue eine 


Received by 


Your gift to the Monterey County S.P.C.A. is tax deductible. 


Figure 4.7 Animal Release Agreement 
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Figure 4.8 


MCSPCA Cremation Disposal 
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a wild animai must also fill out a release form (see Figure 
4.9) ensuring that no one was bitten by the animal and that 
the animal, if releasabie, is put back into its natural 
habitat. Each animal coming to the MCSPCA has information 
recorded on some designated form, so that it can be readily 
identified at any time. Several of the forms used in this 
organization do not have titles. 

The final major information flow is one that involves 
the reports required by the Financial Office, which in turn 
prepares reports for the Board of Directors. Bach day a 
Daily Journal Form (see Figure 4.10) is filled out with 
information from all departments from the previous day's 
transactions. This includes: the number of dogs and cats 
that were turned in dv thelr owners, what sex they were, how 
many were returned to thelr owners, and how many were 
adopted. Fees are also recorded and deposited from crema- 
tions, donations, adoptions, and spay/neutering. A daily 
total 1s made and added to the other 6 days giving a weekly 
total, which in turn goes toward a monthly totals Aue 
end of the year, a yearly total is computed and this becomes 
part of the yearly report to the Board of Directors. What 
was identified in this study was the fact that the numbers 
being submitted to the Financial Office were 2ncor eae 
This was the result of poor record keeping by the depart- 
ments, and the usual excuses were that the personnel were to 


busy to write the information down and/or the paper the 
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THE MONTEREY COUNTY S.P.C.A. 
P.O. Box 3058, Monterey, California 93940 Phone (498) 373-2631 


‘LARGE-—WILD-—MISCELLANEOUS - a 
ANIMAL RELEASE AGREEMENT wo SAGE 


~ 


Rel. P.S. AD. 
Date Wild/Domestic Disposition/ Date 


When found Where 
Sondition ee eeeetst—t‘“‘“#$LOM~Det 
Shots Vet. 


Stray. «(Humane Case Bitten anyone last 10 days 





Medical notes: 


Remarks: 
Kept Location 


THE MONTEREY COUNTY S.P.C.A. 
P.O. Box 3058, Monterey, California 93940 Phone (408) 373-2631 


ANIMAL RELEASE AGREEMENT 


Name Date 





Street Address _- eee ti‘(itisti‘(‘(‘“‘i;OO.LUC€LlL/LOCU 

City and State. CCT elepinoorne 

|, the undersigned, hereby release to the Monterey County S.P.C.A. the animal(s) descnbed 
above, and | request disposition thereof be made as seems advisable in the discretion of the 
Society. It is expressly agreed that neither the Society nor any of its officers or employee: 
will incur any obligation to me because of such disposition of said animal(s). 

[ certify that said animal(s) has/has not bitten any person or animal in the last 14 days. 


Signature Contmbution $ 





Received by 





Your gift to the Monterey County S.P.C.A. is tax deductible. 


Figure 4.9 Large-Wild-Miscellaneous Animal Release 
Agreement ue 
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Figure 4.10 Daily Journal 


information was written down on had been misplaced. To get 
information to the Financial Office on time, information is 
too often an approximation, or best guess. This type of 
information reporting has led to organizational distortion 
and the perpetuation of poor record keeping practices. 
Figure 4.11 is a summary of the information flows described 


above. 


ee EDENTIFICATION OF INEFFICIENCIES 

Inefficiencies of the present manual system of informa- 
tion processing seems to be most pronounced in the number of 
forms that are produced for a single animal. Information 
needed for quick access in the Shelter is placed on a 3 X 5 
Sized card that is hung by a clamp onto a wall board in the 
reception area. Many times cards are put back in the wrong 
place, or the card falls behind the desk below the board, er 
the card is misplaced never having been put back to begin 
with. The addition and deletion of animal cards is an 
ongoing process tnat consumes a lot of labor, since 600 
animals on an average pass through the facility in a month. 

A customer calling the MCSPCA to locate a lost pet is 
usually asked to come to the facility, because current 
information is not readily accessible, or the personnel do 
not have time to check all the animals that fit a general 


description of the lost pet. 
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Figure 4.11 Summary of Information Flows 
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In ail departments, manual retrieval, updating and 
deletion of information is subject to a high rate of error 
and mishandling, and this in turn has led to inaccurate 
reports that do not reflect the true picture of organization 


operations. 


DT SUMMARY 

Overall, the MCSPCA has excessive duplication of infor- 
mation, and practices poor information processing and 
organizing. This has created an organization that does not 
utilize its resources fully, leading to a reduction in the 


quality and efficiency of service to its customers. 
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V. DIAGNOSIS AND RESOLUTION APPROACHES 


A. OVERVIEW 

The previous chapters have examined an organization's 
components and information processing flows. This examina- 
tion has revealed certain characteristics about the 
organization that can be used to determine whether or not a 
technological change can be introduced. This chapter will 
discuss a diagnosis made from the organization analysis and 
needs assessment, and suggest two vossible resolutions to 


the problems identified. 


Be LHE DLAGNOSTS 

The MCSPCA exists today because Monterey County has a 
continuing need for its services. It does not exist because 
it is a smooth running organization that een 2z-caeeaee 
resources effectively and efficiently. The MCSPCA is 
suffering from many ailments stemming from poor management 
skills, inadequate communication practices, and iInSUufftie@leme 
strategic planning by the guiding body of the organization. 

This organization almost appears to set itself up for 
the problems it 1s experiencing because salaries are not 
competitive with other animal care facilities, people with 
low to no skills are hired and put in managerial positions, 
no formal training program exists for the managers or staff, 


there is no extensive reward system to encourage longevity 
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of employee service, and abuse of the chain cf command by 
employees and community citizens occurs too frequently. The 
organization is fragmented because there is no mechanism 
integrating the organization's goals, policies, and resourc- 
es. Guidelines issued by the top level of the organization 
are confusing and subject to many interpretations. Employ- 
ees do not feel they are a vital part of the organization 
and there is a lot of mistrust between all levels of the 
organization. 

The amount of information to be processed has greatly 
increased over the last ten years due to the increase in 
county area to be covered by the facility's services, and 
the population to be serviced. The number of forms kept by 
the organization has increased because information is 
frequently lost, the demand for accountability has grown 
from the number of court cases and law suits processed each 
year, and the increased number of animals that have passed 
through the facility in a year (an average of 600 per 
month). The number of employees to handle such an expanded 
amount of information has not grown proportionately. This 
has led to an intensified amount of stress on employees and 
a high rate of employee turnover. 

Computer illiteracy is high among MCSPCA employees, but 
there are a couple employees who have taught themselves the 
basics of computer operations and are now using a word 
processing capability in their daily work. The Board of 


om 


Directors 1S very interested in computerizing the organiza- 
tion and seems to be open to methods that will achieve that 


geal. 


C. APPROACH ONE 

One approach to the MCSPCA'sS information processing 
problems does not involve the introduction of computer 
technology. Instead, it focuses on the improvement of 
communications within the organization. One improvement is 
the standardization or consolidation of all forms that pass 
between all departments. This way information is put on one 
form originating in one department, circulated through the 
organization via a designated path, and stored in the 
department that 1s the last to need the information from the 
form. Any one department needing information off that form 
can either make a copy of it off a copy machine or copy it 
onto an in-nouse departmental form that will not be circu- 
lated throughout the organization. This way the number of 
forms that must pass between two or more departments 1S 
reduced and responsibility for storage of the information 1s 
already determined. 

A second improvement to organizational communications is 
to set time aside each week for communications skills 
training. Since the managers in this organization do not 
have good backgrounds in communications skills themselves, 


an outside instructor or other communications expert should 


ae 


be hired for these training sessions. Over time this will 
improve not only information communicated through forms and 
reports, but will improve verbal communications made in 
manager meetings, board meetings, and departmental meetings, 
as well as daily communications between all levels of the 


organization. 


D. APPROACH TWO 

The second approach to the MCSPCA's information process- 
ing problems does involve the introduction of computer 
technology. In order to implement this technology, however, 
the Board of Directors and the managers must formulate an 
implementation plan that will describe exactly what will 
happen before, during, and after the computer 1s purchased; 
designate who will be responsible for what (e.g. monitoring 
of schedules, evaluation of available hardware and software, 
vendor contracts, training programs, cost evaluations); and 
Outline procedures that can be used in the event that 
anything goes wrong. The purpose of preparing such a plan 
is to ensure there are no surprises and to make the transi- 
tion from a manual system to an automated one as smooth as 
possible. 

The first step that should be taken by management in 
implementing the plan is providing a clear understanding 
(both verbally and in writing) to employees as to why a 


computer is being introduced and what affect this will have 


nS 


on their jobs and on the organization as a whole. This is 
extremely important if the employees are going to work 
toward making the change succeed. They must see that manage- 
ment and the Board of Directors are supporting this plan and 
will support them in their efforts to learn this new tech- 
nology, 

The second step is the formation of a team of employees 
who must learn about the different hardware and software 
available, and what can best be applied to fit the organiza- 
tion's needs. This also includes subscribing to computer 
magazines and looking for the best make of computer equip- 
ment at the lowest prices. These people will keep the 
organization current about computer technology and can also 
be the group who can suggest to hire a consultant or other 
outside service to assist with the preparation of the 
implementation plan. It 1S very important that management 
have representatives on this team, as well as actively 
participate in all parts of the implementation plan, because 
they must understand all aspects of the computer and how it 
will impact the organizatien- This will also improve 
manager and staff relations and provide a common ground on 
which everyone's experience is the same. 

The third step must be the assessment of organizational 
resources to find out what is available to put toward the 
implementation effort. This includes an examination of the 


budget to determine how many computers (and supplies) can be 
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‘purchased, an examination of the total manpower available to 
use without leaving the facility so understaffed it can't 
operate properly, deciding what space(s) will be made 
available for the physical placement of the computer, and 
the total amount of organizational time needed to bring the 
ero ,ect to completions 

Once the hardware and software have been decided upon, 
the initiation of computer training programs must be imple- 
mented right away in order to familiarize the employees with 
computer operations. The employees that are already using 
computers can be of great assistance at this time. These 
training programs will also cause any fears or resentment 
toward the computer to surface and these can be dealt with 
Mee tne training instructor or hired computer consultant. 

When sufficient training has been done to start the 
users on the computers they will be performing thelr jobs 
Sapedally information can Start to be inputted and pro- 
cessed. Management will pay a key role at this time by 
MembeOoring and verifying the amount and accuracy of data 
being inputted and processed. A backup system will have to 
be devised in case the computer becomes inoperable, and 
decisions will have to be made as to what medium will be 
used to store the data on, where the backup media will be 
stored, and who will be responsible for the backup media. As 
the employees spend more and more time at the computer, they 


will start to see that the new information processing system 


> 


is faster and more reliable. Tt is at this pornt “Chae 
managers and employees must keep records of the new tasks 
they are performing with the computer and add these to their 
job descriptions. This will enhance the employee's career 
and make the employee more valuable to the organization, 


thus, increasing morale and job satisfaction. 


E. SUMMARY 

The information revealed in analyzing the present state 
of an organization that is anticipating a major change is 
extremely valuable in directing management toward alterna- 
tives that may nave been overlooked or are less costly. In 
the case of the MCSPCA, a computer 1S not going to be the 
solution to the problems that they have. A computer wii 
increase the rate of information processing and provide a 
Storage facility for data, but it will not teach ema ta a 
how to be managers or devise a strategic plan for the 


Orcani zation to) tollew. 
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VI. CONCLUSIONS AND RECOMMENDATIONS 


A. CONCLUSIONS ABOUT PLANNING ORGANIZATIONAL CHANGE oan 

Planning for the initiation of an organizational change 
is time consuming and requires extra attention and work from 
management. The benefits from a good plan of action will 
effect a change that will be accepted by employees, cause 
minimal disruption to daily work, and eliminate any confu- 
sion as to who is responsible for what before, during, and 
after the change is implemented. By looking at the organ- 
ization as a system of interrelating parts that inputs from 
and outputs to an external environment, management can make 
better decisions as to how and where an organizational 
change will be harmful, as well as valuable. 

This thesis study focused on the first step in the 
planning of an organizational change; the diagnosing of an 
Organization's present state. This step provides management 
with decision making information that determines whether or 
not the organization is prepared for, or will benefit from 
the intended change. This study also recognized that the 
type of change to be introduced (in this case a technologi- 
cal change) has some special aspects that must not be 
overlooked by management when determining the resources that 
will be needed to effect the change. Each organizational 


change, no matter how large or how small, should be handled 


oa 


aS a unique opportunity by management, because no two 
organizations perform exactly alike. Although, not Sage 
problems can be anticipated when planning for change, 
management tools in the form of models and theories are 
available to assist managers in eliminating most of them and 


keeping flexible enough to quickly resolve any others. 


B. RECOMMENDATIONS FOR THE MCSPCA 

My study of the MCSPCA organization has revealed infor- 
mation that would indicate that the implementation of a 
computer system at this time is not in the best interests of 
the organization. This information includes a high emplovee 
turnover rate, low employee morale, computer illiteracy, 
poor management skies: organizational fragmentation, 
inadequate processing of information, and the abuse of the 
managerial hierarchy by people inside and outside the 
organization. 

My first recommendation is the initiation of a manageri- 
al training program. Such a program will provide employees 
in managerial positions with the background of organization 
management theory and present methods that are that are 
currently being practiced in the business world, and provide 
a laboratory atmosphere where the employees can practice 
using management tools, while receiving constructive feed- 
back. This will also help the MCSPCA managers to improve 


their communications and organization skills, so that their 


Wis, 


departments perform more effectively and efficiently, which, 
in turn, will improve the whole organization in the same 
way. 

My second recommendation is that the MCSPCA top manage- 
ment personnel evaluate the organization's employee hiring 
process and the reasons why there is such a high employee 
turnover rate. People chosen for managerial positions are 
not being screened or appropriately developed for the jobs 
they will have to perform. Lack of skills and experience 
lead to a high level of frustration and stress in jobs where 
skills are needed to delegate tasks, monitor worker perfor- 
mance, and organize time to meet the requirements of the 
job. Trial and error methods are used often by personnel to 
implement new ideas which is very costly to the organization 
in both manpower and finances. Employees are not only 
leaving the organization because of poor pay, but they're 
leaving because there is no organizational incentive pro- 
grams, because there is a lack of good managerial practice, 
and because there are too many people trying to usurp and 
pressure the organizational hierarchy to perform as they 
desire. 

My third recommendation is that once the organization is 
healthy (organizational health is defined by Beckhard and 
Harris in reference 2, pages 3-4), and a computer system is 
still seen as needed, then planning for its implementation 


Should be done. I suggest that a team of employees be formed 


io 


to perform the following: assess the organizational and user 
requirements, assess available resources, educate the 
organization on computer concepts, and evaluate the avail- 
able computer technology (see Figure 6.1). Since computer 
illiteracy is high with MCSPCA employees at all levels, 
training will consume much time and money. Local schools 
and consultant services can be of great assistance in this 
area. Computer svstem consultants can also be of great 
assistance and save an organization much time and money if 
he/she is brought in at the planning stage of the computer 
project. I highly recommend this for the MCSPCA. 

My fourth recommendation is that the MCSPCA computerize 
itself in stages with IBM or IBM compatible microcomputers 
and not terminals connected to a mainframe. Figure 6.2 is a 
Five-Year implementation plan in which one computer is 
purchased each vear until 1991. This plan also indicates 
that computer education and training of employees iS very 
important before they will be literate enough and familiar 
enougn with the hnardware and software to use it effectively 
and efficiently in the performance of their jobs. The order 
in which the departments will receive computers was chosen 
according to the amount of information processed each day, 
and how much interaction the department had with the public 
on a daily basis. It will be management's responsibility to 


monitor schedules and training progress so that problems 
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Figure 6.1 Steps Toward the Installation of a 
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that arise are quickly resolved and organizational benefits 
from the system are not delayed. 

My fifth, and final, recommendation is a revision of the 
MCSPCA organizational chart. Figure 3.2 sone ah organiza- 
tion that has a large span of control (nine department 
directors) and two fund raising groups that have direct 
access to the Executive Director. The organizational 
structure as it exists now 1s hampering good organizational 
communications, misusing the formal chain of command, and 
discouraging component integration. Figure 6.3 is my 
suggestion for a revised organizational chart that will give 
more responsibility to employees in managerial positions and 
make more funds available to pay higher salaries for those 
in these positions. 

Figure 6.3 also shows a clear chain of command to the 
Executive Director, so that community citizens as well as 
employees Know who to bring a problem to and what path to 
follow if he/she does not get satisfaction. This way 
department directors are not skipped over and daily problems 
are handled at the staff and manager levels of the 


organization, instead of at the Executive level. 
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Figure 6: 
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MONTEREY COUNTY POPULATION DATA 
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POPULATION 


Dog Os 
1a, Ole 
130,498 
gS) 3 
ZO 7 0 
2, Oo 
246,400 
247,450 
Ze OleW 
Zan Ow 
255,400 
261,600 
ZOjgno2o 
276,400 
290,444 
294,600 
as eve 7 LOMO. 
309520100 
B16 92,00 
321,800 
6357155 


‘LEAR 


1866 


oe 


12:26 


Sa, 
1954 
9 5 5 


Loss 


Loo2 


LI65 


V2 66 


1967 


1968 


oo 
ro 


1974 


ZS 


HISTORICAL DATES OF THE lesa 
EVENT 
First U.S. SPCA established in New York 
MCSPCA organized to deal with mistreatment of 
horses, homeless roaming dogs, and the shooting of 


Stray dogs 


County's first permanent Animal Shelter; By-laws 
written 


Society does work for most Peninsula cities 
Greatly improved shelter completed in Pacific Grove 


Three Peninsula cities withdraw contracts and work 
with county pound in Marina instead 


Society dues raised from $2.00 to $5.00 


Gwen May becomes a director in the Society and later 
the first paid Executive Director 


Carmel MCSPCA Benefit Shop opened 
Increased work in the field. . Shelter became badly 
overcrowded and in need of repair. Fifteen acres on 


Highway 68 are purchased 


La Vega Center for Animal Welfare (the present 
MCSPCA location) groundbreaking 


Construction of a new shelter is completed at La 
Vega Center 


Barn built with donated funds 
157 acres adjacent to La Vega Center donated 


Pacific Grove Benefit Shop opened; the spay/neuter 
clinic is started 


MCSPCA has roughly 1300 members 
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YEAR 


e917 6 


oy 7] 


Lod 


719 


S'S 2 


EVENT 


MCSPCA takes over county's animal control contract, 
following a 3-2 vote by the county board of 
supervisors; the pound at Marina is closed, and the 
MCSPCA begins licensing animals fcr the county; a 
new Executive Director is hired; new spay/neuter 
clinic is opened, with an all new building and new 
equipment; Executive Director is authorized by the 
Board of Directors to advertise its existence, its 
operation, and the rates charged; MCSPCA Auxiliary 
formed 


MCSPCA accredited by HSUS; Carmel Valley Benefit 
Shop opened; new Executive Director hired; a bequest 
of approximately $275,000 to be used for a Humane 
Education building; Board of Directors agrees to 
lease spay/neuter clinic premises to veterinarians 
EOL a Hileht emergency clinic 


Emergency clinic not doing well financially, so 
services have been reduced to weekends; Board of 
Directors voted that spay/neuter clinic be open to 
anvpeoavecestring ©S> USe 1, Giving priority to 
customers with low incomes; consideration being 
given to have a free veterinarian exam program for 
animals adopted from the Shelter 


Humane Education Center opened 


Wildlife Rehabilitation Center officially 
opened 
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APPENDIX B 


MCSPCA EMPLOYEE LENGTH OF SERVICE DATA 


MCSPCA Department Average Length of Services(monenes 
shelter ie 
Financial Department eZ 
Humane Education 14 
Animal Control Office 19 
Fund Development ore 
Wild late Za, 
Executive Z9 
Public Relations a7) 
Ciaiinae 43 


MCSPCA Manager Job Position Length of Service Time (months) 


Administrative Manager 2 
Assistant Operation Manager 25 
Assistant Shelter Manager eZ 
Assistant Shelter Manager 24 
Executive Director 6 
Executive Director 15 
Executive Director 108 
Financial Officer 16 
Financial Officer De 
Fund Development Director 12 
Fund Development Director 18 
Pulbic Relations Director 26 
Pulbic Relations Director 48 
Humane Education Director 14 
Humane Education Director 36 
Shelter Director 64 
Shelter Manager 5 
Shelter Manager 19 
Shelter Manager . 62 
Wildlife Director 68 
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MCSPCA Staff Job Position beaeith of Services Time. (months) 


ACO Ls 
RCO Ze 
ACO Zo 
ACO 5 : 
ACO 1 day 
ACO 27 
ACO 6 
ACO 6 
ACO 1 
ACO 33 
ACO 20 
ACO 26 
ACO 2 
ACO 6 
ACO ci 
ACO 48 
ACO 25 
ACO oaL 
ACO 6 
BECO 6 
ACO Z 
ACO 2/ days 
ACO 60 
ACO 6 
ACO 19 
ACO 64 
ACO a 
ACO 54 
ACO 22 
ACO 2 
Assistant Bookkeeper 2 
Assistant Bookkeeper 9 
Assistant Bookkeeper 26 
Assistant Education Director is 
Assistant Education Manager (Part time) 3 
Assistant Health Techician 9 
Barn Attendant 3 
Barn Maintenance 3 
Bookkeeper al 
Ginic Receptionist eZ 
Dispatcher 4 
Dispatcher 5 
Dispatcher aL 
Dispatcher 55 
Executive Secretary fi 
Executive Secretary 14 
Fund Development Clerk (part time) 33 


89 


MCSPCA 


Kennel 
Kennel 
Kennel 
Kennel 
Kennel 
Kennel 
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Kennel 
Kennel 
Kennel 
Kennel 
Kennel 
Kennel 
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Kennel 
Kennel 
Kennel 
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Kennel 
Kennel 
Kennel 
Kennel 
Kennel 
Kennel 
Kennel 
Kennel 
Kennel 
Kennel 
Kennel 
Kennel 


Staff Job Position 


Attendant 

<tendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 
Attendant 


Length of Service Time (months) 


26 
16 
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MCSPCA Staff Job Position Length of Service Time (months) 


Maintenance dll 
Maintenance 17 
Maintenance a 
Maintenance 2 
Maintenance ai 
Shelter Receptionist cw) 
Telephone Attendant 1 
Telephone Receptionist 5 
Telephone Receptionist Z 
Telephone Receptionist 5 
Telephone Receptionist 4 
Telephone Receptionist 19 
Telephone Receptionist 3 
Telephone Receptionist 12 
Telephone Receptionist 17 
Volunteer Coordinator 5 
Volunteer Coordinator 8 
Volunteer Coordinator ae 
Wildlife Attendant if 
Wildlife Attendant i 
Wildlife Attendant 17 
Wildlife Attendant 26 
Wildlife Attendant 49 
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